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FOREWORD

The research reported here is an effort to determine the Army’s experience with the
introduction of a small mechanized stock accounting system, using the NCR 500, with
respect to personnel and training, in order to better enable the Army to take advantage
of this experience in implementing newer and more complex computer-based logistics
systems. The report identifies duty positions where general training needs exist for
implementation of such systems.

The data for this report were collected in a survey of 13 NCR 500 systems located
in four Far Eastern Commands. Interviews were held in mid-1969 with 128 officers and
enlisted men serving in nine duty positions connected with these systems. The survey was
conducted under Work Unit ACCOUNT, Analysis of Army Experience in Implementing a
Mechanized Stock Accounting System.

The results of this survey were originally compiled in April 1970, and provided to
operational personnel at that time. This report is a summary of the findings, and is
presented here as a madel for studying the problems of implementing a mechanized stock
accounting system.

This research was conducted by HumRRO Division No. 1 (System Operations) at
Alexandria, Virginia. The Director of the Division is Dr. J. Daniel Lyons. Dr. C. Dennis
Fink was the Program Director and Dr. Herbert B. Leedy was the Work Unit Leader.

HumRRO research for the Department of the Army is conducted under Contract
DAHC 19-70-C-0012. Training, Motivation, Leadership research is conducted under Army
Prcject 2Q062107A712.

Meredith P. Crawford
President
Human Resources Research Organization



SUMMARY AND CONCLUSIONS

PROBLEM

Reports produced by various Department of the Army study groups indicated that
the effectiveness of repair parts supply at the direct support and general support levels of
the Army logistics system could be improved by the automation of the stock accounting
function. A simple electronic bookkeeping machine system, the NCR 500, was introduced
for this purpose.

Several sources of information have indicated that the efficiency of this mechanized
stock accounting system has been less than optimal. This information indicates that the
general problem was the management of the system. Management problems appeared to
manifest themselves not only within the system, but at its interfaces as well. The
management problems appeared to obtain primarily because training did not seem to have
been given to a sufficient number of personnel, particularly managers, who supervised,
evaluated, provided input, or used output from the system.

This study had two objectives:

First, to determine the Army’s experience in introducing the NCR 500 with
respect to personnel and training, in order to better enable the Army to take advantage
of this experience in implementing newer and more complex computer-supported logistics
systems.

Second, to det:rmine those jobs in the mechanized stock accounting system
and at its interfaces for which training needs appear to exist.

METHOD

An interview guide was developed for each of nine types of duty positions, both
within the mechanized stock accounting system and in interfacing activities. Information
in the following general categories was obtained: NCR 500 system training and experi-
ence; supply training and experience; management; staffing; personnel turnover; attitudes
toward the NCR 500 system; and contact with the Computer System Command
DSU/GSU Field Teams.

Interview data were obtained by tape-recorded, open-ended, in-depth interviews. In
mid-1969 interviews were held with 128 officers and enlisted personnel serving in the
various duty positions connected with 13 different NCR 500 systems located in four Far
Eastern commands. Neither the personnel interviewed nor the NCR 500 systems were
selected by probability sampling methods.

RESULTS

Analysis of the interview data led to the following findings:

(1) There has been a continual input of underskilled personnel into nearly all
of the duty positions in the mechanized stock accounting system and in its two major
interfacing activities. This situation appears to have been a function of the lack of
training, personnel turnover, and the attrition (exodus from the Army) of first-line
supervisors.




(2) There has been a need for additional training and for performance aid
support for both the NCR 500 system and repair parts supply procedures at every duty
position category, although this need was greater for some duty positions than for others.

(3) Personnel turnover has resulted in trained and/or experienced personnel
being replaced by personnel who might have had some training but who were not
experienced.

(4) Approximately three-fourths of the first-line managers and operators of the
NCR 500 systems were leaving the Army.

(5) More than four-fifths of the respondents were serving in duty posiiions to
which one of their MOSs was either identical or related. This is considered a potentially
misleading statistic in the light of the evidence of the need of the respondents for
additional training,

(6) The respondents generally felt that the NCR 500 was an efficient system
and that it was more efficient than the manual stock accounting system.

(7) The mechanized stock accounting systems were generally considered to be
adequately staffed, but there was some indication that the associated warehouses were
considered to be inadequately manned.

(8) The manager personnel tended to feel that the U.S. Army Computer
Systems Command DSU/GSU Field Teams were providing valuable management
assistance.

CONCLUSIONS

Mechanized stock accounting system efficiency would have been promoted by the
following:

(1) A total systems approach to training that included training for all duty
positions in the mechanized stock accounting system and at its major interfaces; inte-
gration of NCR 500 procedures and concepts with repair parts supply procedures and
concepts; upgrading of the storage operation as well as the supporting stock accounting
system.

(2) Assignment of a well-qualified Technical Supply Officer.

(3) More noncommissioned officers with repair parts supply experience trained
in the NCR 500 system.

(4) More field training in any or all of the following forms: (a) a model DSU
with “hands on’ training; (b) on-the-job training courses; and (c¢) performance aid
systems.

Mechanized stock accounting system efficiency was promoted by the assistance
provided by the U.S. Army Computer Systems Command DSU/GSU Ficld Teams.
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Chapter 1

PROBLEM AND METHOD

BACKGROUND

This report summarizes research concerned with the development of a prototype
performance, or job-aid system, for a small mechanized stock accounting system used by
the United States Army for repair parts at the general support and direct support levels
of the Army logistics system in the field. The NCR 500" computer system serves as a
vehicle for this stock accounting function.

REPAIR PARTS STOCK ACCOUNTING

The availability of repair parts has a profound effect on the combat readiness of the
Army. Several studies and analyses have indicated that combat readiness has been
degraded by the inability of combat units to get repair parts when they are needed.

A requisition for a repair part is originated by a using unit (company, battery,
battalion, etc.), and is forwarded to a direct support unit (DSU) that issues the parts
directly to the user. In the event that a requisitioned part cannot be supplied by a DSU,
the part is ordered by the DSU from a higher source, usually a supply depot. Which
repair part items are stocked at the user unit, the DSU, and the higher supply echelons is
determined by the number of demands over a given period.

The repair parts supply system is thus demand-oriented. Accurate demand data are
needed throughout the system so that knowledge of requirements and consequent
stockage of repair parts at various echelons provide for the necessary responsiveness of
the supply system. Accurate recordkeeping, therefore, is of vital importance if repair
parts are to be provided as needed and combat readiness maintained.

Several Department of the Army and contract research organization studies over the
past few years have been concerned with the state of Army readiness and logistical
support. Their reports indicated that under manual procedures, the maintenance of stock
accounting records for repair parts at direct support and general support levels is
cumbersome, difficult to perform, and subject to considerable human error.

The U.S. Army Materiel Command (USAMC) established a task group in 1965 to
study these reported manual deficiencies and to submit recommendations for improving
the overall supply effectiveness at the direct support unit and the general support unit
(GSU) levels. They determined that a simple electronic bookkeeping machine utilizing a
visible posted ledger installed at the DSU and GSU levels could probably ameliorate the
stock accounting problem at these echelons.

Tests of the automation of the repair parts stock accounting function were made by
the task group. The tests indicated that the mechanization of the operation was feasible
and would be a considerable improvement over the manual system. As a result of the
tests, the NCR 500 computing system was selected as the basic hardware for the
automation of the stock accounting function.

' Identification of products is for research documentation purposes only; mention of this system
does not constitute an official endorsement by either HumRRO or the Department of the Army.
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The Department of the Army began automating selected DSUs in Southeast Asia in
October 1966. Since that time, NCR 500 systems have been installed in many direct
support units, general support units, and supply points in various other locations, both in
continental United States (CONUS) and overseas.

THE NCR 500 COMPUTER SYSTEM

The NCR 500 is a small-scale bookkeeping machine computer system. The configura-
tion is composed of a programmed central processor, a card reader, a console for reading
and posting magnetic ledger cards, and the card punch. The system also has key punch
machines and a sorter. The equipment is completely contained in two van-type semi-
trailers with adequate space for files and operating personnel.

This mechanized stock accounting system is designed to operate within current
Army supply doctrine (Military Standard Requisitioning and Issue Procedures—
MILSTRIP) by automatic processing of data. Information about each repair part is
maintained on a ledger card both visibly and in coded magnetic form. There is one ledger
for each repair part item. NCR 500 system output in the form of punched card
documents in the MILSTRIP format can serve as input to computers of other echelons of
supply.

The personnel contingent is ideally made up of nine operators and a repairman. The
remainder of the system consists of maintenance equipment, application procedures in
the form of manuals, and operational computer programs.

In a direct support function, the mechanized stoch accounting system is found in
the supply platoon of either the headquarters and main support company of a division
maintenance battalion, or the main support company of a maintenance battalion not
attached to a division. Typically, the supply platoon, which includes the corresponding
storage activity as well as the mechanized stock accounting system, is under the com-
mand of a lieutenant who is known as the Technical Supply Officer.

MECHANIZED STOCK ACCOUNTING SYSTEM PROBLEMS

Reports by teams of Army personnel engaged in providing operational assistance to
or inspecting mechanized stock accounting systems in the field, indicate that the
mechanized stock accounting system' should function more efficiently. The problems
and shortcomings pointed out by the Army personnel were also indicated in HumRRO
Exploratory Research 58, Manual Format. This information indicated that the overall
problem with NCR 500 performance was management of the system.

Management problems were evident within the system and at its various interfaces.
Within the system, management difficulties existed for the Technical Supply Officer who
supervised the system, his assistants, the platoon sergeant, the stock control supervisor,
and the senior stock accounting specialist. Problems also existed at the level of the
maintenance battalion commander and his staff, such as the executive officer and the
materiel officer, and for those command echelons above the maintenance battalion.
Management problems in varying degrees were also indicated for the DSU warehouse, the
depot or higher supply source, and finally for the units supported by the DSU, the
customers.

! Throughout this port the term mechanized stock accounting system will be used to designate
buth the NCR 500 computer system equipment, its software, procedures, and the stock accounting
function tt.at the equipment supports.
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At a more fundamental level, management problems with the mechanized stock
accounting system appeared to be related to training. In essence, training did not seem to
have been given to a sufficient number of personnel, particularly managers, who super-
vised, evaluated, provided input, or used output from the system. In the case of the
mechanized stock accounting system equipment operators, training did not appear to
have been a problem to the degree indicated in the case of management personnel.

OBJECTIVES

The general objective of this research was the determination of the Army’s experi-
ence, with respect to personnel and training, in the introduction of the NCR 500 in
the field.

The NCR 500 was the first computer system that the Army introduced in the field
for a logistics function on an extensive basis. There are more sophisticated field computer
systems either being introduced or to be implemented in the future for logistical
operations, such as DLOGS, CSg, COCOAS. Determination of the Army’s introduction
experience with the NCR 500 in the personnel and training area should enable the Army
to take advantage of this experience in the implementation of the newer computer-
supported logistics systems.

The primary aim of this research was to determine the location of training needs,
that is, the jobs in the mechanized stock accounting system, and at the interfaces of the
system, for which training needs appear to exist.

This research was not designed to identify specific training needs or training
requirements. Nevertheless, several general areas in which additional training was indicated
did become evident in this research and are reported here.

This research was designed to collect information from personnel of individual
mechanized stock accounting systems and their interfaces: the associated repair parts
storage activity or warehouse; the various command echelons in the maintenance
battalion including the battalion commander; the battalion staff officers such as the
maintenance officers, the materiel officer, the battalion Technical Supply Officer, and the
customers supported by the DSU. Data were not collected from higher supply sources
(depots) as training problems specific to the NCR 500 system appeared to be com-
paratively minor at that level.

METHOD

MECHANIZED STOCK ACCOUNTING SYSTEMS VISITED

The survey results in this report were obtained in the field during May-July 1969.
At that time, operational NCR 500-based mechanized stock accounting systems were
functioning only in Far Eastern commands.

A given NCR 500-based mechanized stock accounting system served as the focal
point for the data collection. Interview data were collected from personnel in various jobs
within, and associated with, each system visited. Data collection was completed for one
system before being started for another.

Data were collected from personnel associated with 13 of approximately 72 systems
operational in the Far East at the time. The types of units in which these systems were
operating, the types of supported activity, and their location are indicated in Table 1. Only



Table 1

Mechanized Stock Accounting Systems
From Which Data Were Collected

Type of Unit

Designation Type of Unit Primarily Supported Location

ALPHA DSU: Transportation Co., Aviation: combat. Vietnam
Transportation Bn., Non-
Division.

BRAVO DSU: HQ and Main Support Varied: non- Vietnam
Co., Maintenance Bn., Non- combat.
Division.

FOXTROT DSU: HQ and A Co., Main- Infantry, Armor, Vietnam
tenance Bn., Division. Artillery: combat.

GOLF DSU: Transportation Co., Aviation: combat. Vietnam
Transportation Bn., Non-
Division.

HOTEL DSU: Main Support Co., Varied: non- Vietnam
Maintenance Bn., Non- combat.
Division.

INDIA DSU: Maintenance Co., Varied: non- Vietnam
Logistical Support Command, combat.
Non-Division.

CHARLEY DSU: Signal Co., Signal Signal: non-combat. Thailand
Group, Non-Division.

DELTA DSU: HQ and Main Support Transportation, Thailand
Co., Maintenance Bn., Non- Construction: non-
Division. combat.

ECHO DSU: Light Equipment Transportation, Thailand
Maintenance Co., Mainte- Construction: non-
nance Bn., Non-Division. combat.

JULIET DSVU: Ordnance Co., Missile: non-combat. Okinawa
Artillery Brigade, Non-
Division.

KILO DSU: HQ and A Co., Infantry, Armor, Korea
Maintenance Bn., Artillery; non-
Division. combat.

LIMA GSU: Supply Co., Non- DSU’s. Korea
Division.

MIKE Supply Point: FASCOM, Varied: non- Korea
Non-Division. combat.
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code names are given since complete anonymity of the respondents and their units was
maintained.

RESPONDENTS

The structure of the typical DSU is diagrammed in Figure 1. There were 128
respondents to the interviews. The number of respondents by type of job (duty position)
in the DSU structure and by mechanized stock accounting system is listed in Table 2.

Neither the respondents in this study nor the mechanized stock accounting systems
visited were selected by probability sampling methods, primarily because of combat

Typical DSU Structure and Interfacing Activities

Battalion/Group/Command Level

Types of Duty Positions Interviewed

Battalion Commander and
Battalion Staff Personnel

Stock Accounting
(NCR 500)

Types of Duty Positions Interviewed

Platoon Sergeant (or NCOIC-
assistant to Technical Supply
Officer)

Stock Accounting Supervisors

Supported Units
(Customers)

Higher Supply Sources
(Cepots)
No Interviews Obtained
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Types of Duty Pasitions
Interviewed

[

NCR 500 Equipment Operators

PLL Clerk Supervisor
PLL Clerk

Storage Activity
(Warehouse)
Types of Duty Positions Interviewed
Storage Activity Supervisor

Warehousemen
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Table 2

Number of Respondents Interviewed Per NCR 500
System by Duty Position

Duty Position Number®
NCR 500 System

1 2 3 4 5 6 7 8 9 | Total

ALPHA 2 1 1 4
BRAVO 1 1
CHARLEY 2 1 1 1 1 2 8
DELTA 2 1 1 1 1 6
ECHO 1 1 1 1 2 2 3 5 17
FOXTROT 3 1 1 2 2 2 3 15
GOLF 2 1 2 1 3 5 14
HOTEL 1 1 1 1 1 3 3 13
INDIA 1 1 1 1 1 2 3 12
JULIET 1 1 1 1 5 12
KILO 1 1 2 6 8 19
LIMA 1 2 1 5
MIKE 1 1 2
Total 16 1N 6 14 10 7 8 22 34 128

Estimated personnel in
the job in Far Eastern
Commands 235 72 72 280 575 215 720 2880 4320

Battalion management personnel (battalion commander and battalion staff personnel).

Technical Supply Officer.

= Platoon Sergeant {or NCOIC - assistant to the TSO).

= Stock Accounting Supervisors (Stock Control Supervisor and Senior Stock Accounting
Specialist).

5 = Mechanized stock accounting system equipment operators,

6 = Storage activity supervisors.

7 = Warehousemen.

8 = PLL Clerk supervisors.

9 = PLL Clerks.

i
2
3
4

conditions in Vietnam. The systems and the respondents were deliberately selected to be
representative of the different types of command structure, location, type of customer
unit supported, and duty position, since this diversity was considered to be important for
the purposes of the research. Systems were further selected for those that could be
expected to provide a reasonable number of accessible respondents in a relatively short
time span, that is, 3-4 days. The mechanized stock accounting systems in the study were
chosen by the author and the Computer Systems Command DSU/GSU Field Team,
Vietnam.

Every effort was made to avoid hindering operations, particularly in Vietnam. This
meant that in some cases preferred respondents could not be interviewed and substi-
tutions had to be made, or that the interview had to be condensed or terminated before
completion. These conditions occurred for the most part at the level of the Battalion
Commander, his staff, or other management personnel, although operations had an effect
on the availability of respondents at virtually all levels.
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DATA COLLECTION TECHNIQUES

Data collection for this survey was planned for the following problem categories that
had been indicated by the exploratory study to be of importance to the functioning of
the NCR 500 system:

(1) Mechanized stock accounting training and experience

(2) Supply training and experience

(3) Management

(4) Staffing

(5) Personnel turnover

(6) Attitudes toward the NCR 500

(7) Contact with the Computer System Command DSU/GSU Field Teams

The information for this research was collected by the survey method through
semistructured interviews. One respondent was interviewed by the author at a time and
each interview was tape-recorded. Anonymity of the respondent and his unit was
preserved. Names of personnel and units were not recorded. There was no indication that
the collection of data by tape recorder had any effect on the interview responses that
would have been different than that found by other survey data collection methods,
although a systematic comparison of interview data collection cechniqu.s was not made.'

All of the data pertaining to individual respondents, such as primary, secondary, and
duty MOS, time in the duty position, attitudes, opinions, and so forth, were collected
directly from the respondents. No TO&Es, personnel records, or other personnel were
consulted. )

INTERVIEW GUIDES

The survey questions were open ended, and were followed by probes for more
information when the interviewer felt this to be necessary, or when time permitted.
Separate guides or questionnaires were developed for each of the nine types of duty
positions interviewed, although many of the same questions were asked the respondents
in all of the duty positions. The basic interview questions pertinent to this report are
listed in Appendix A.

ANALYSIS

The transcribed interviews were content analyzed and the data tabulated by type of
question for each job position. Appendix B contains some quotations from the mter-
views. These are included in this report because they tend to express the realistic state of
affairs.

Statistical analysis, in the sense of the computation of a statistically significant
relationship, was not done because the data were not obtained by probability sampling
methods, and because the number of respondents interviewed in the different job
positions is small. Therefore, these survey data rather than being definitive, indicate likely
trends.

The findings of this research generally coincide with two other independent sources:
the informal exploratory study completed prior to the data collection for this effort, and

'In one instance, the author had to interview two respondents without a tape recorder. No
difference was noted between these two interviews and the tape-recorded interviews from the standpoint
of willingness to talk.
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with the informal comments, memos, and so forth, by various personnel who have been
involved with the mechanized stock accounting system. 1t is felt, therefore, that the
trends in the data of this study can be accepted as likely, but not as a basis for specific
estimates. The data trends make up the information that is of prime importance in this
survey. For example, all of the 11 technical supply officers interviewed said that they
had studied the mechanized stock accounting system manuals, SOPs, or briefing materials.
The number of technical supply officers in Far Eastern commands who have studied
these manuals cannot be estimated from this information, but the trend in these
data—which indicates that a rather large number of technical supply officers find it
necessary to further their learning in this manner—can be accepted as likely, and is the
information that is of importance.

Since the interviews for this study have been completed, several changes have been
made in the training for the mechanized stock accounting system. Most of these changes
have been in courses for commissioned officers, and are in the direction of more
comprehensive training in CONUS schools. The U.S. Army Quartermaster School has
developed a comprehensive 32-hour block of instruction that is incorporated in several
officer training courses and the Non-commissioned Officer Logistics Program. The U.S.
Army Ordnance Center and School has included 15 hours of instruction on the mecha-
nized stock accounting system in several officer and non-commissioned officer courses.

ORGANIZATION OF REPORT

The main objective of this research was to identify the location of training needs by
duty position. Therefore, this report is organized in terms of separate survey reports for
each of the nine duty positions interviewed. For easier comparisons between duty
positions, tables of data summarized across the various duty positions are presented in
Appendix C.

It is important to remember that the smaller the respondent group, the less stable or
reliable the data. Since none of the groups of respondents was large, considerable caution
should be exercised in making comparisons between groups.
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Chapter 2
BATTALION MANAGEMENT PERSONNEL

GROUP COMPOSITION

This group included officers assigned to maintenance battalions who were concerned
with repair parts supply management in connection with the maintenance and support
activities of their battalion. Officers in this category were, for the most part, only
indirectly involved in the supervision of the mechanized stock accounting system. Their
essential relationship to this system was the use of supply management information
provided by the system. Some of the supply management information utilized was
regularly scheduled output, other information was specially requested by some of these
personnel. Battalion management personnel also participated in the inspection of the
mechanized stock accounting system from time to time.

Included in this group of 16 respondents' were maintenance battalion commanders,
maintenance battalion staff officers (e.g., materiel officers and technical supply officers),
and commanders of main support companies in which the mechanized stock accounting
system was located. The Chief of Logistics of a signal group is included with this group
of respondents, and was the only respondent at this command level interviewed. The
DSU with which he was associated was attached to a signal group and was not part of a
battalion. This officer had transactions with this DSU that were were rather similar to
those of a battalion commander with a DSU in his battalion. Technical supply officers
who command the supply platoon (the DSU) of the main support company are not
included in this group of respondents (that duty position is discussed in Chapter 3).
Table 3 lists the 16 respondents by DSU, rank, job title, duty MOS, primary and
secondary MOS (where available), and relationship between duty MOS and primary or
secondary MOS.

Assignment of Personnel. The personnel listed in Table 3 were assigned to duty
positions for which they had at least some qualifications. This is indicated by the degree
of relationship between the duty MOS and the primary or secondary MOS.

Each of the officers was assigned to a duty position for which either his
primary or his secondary MOS was germane: Six said their primary MOS was ‘‘identical”
to their duty MOS, and seven said it was “related’”; two reported their secondary MOS
was “‘identical” to their duty MOS and one “related.”

Job_Turnover. The amount of time in the duty position held by the respondent at
the time of interview was used as an indication of job turnover.?

The number of months on the job in Vietnam ranged from 1.5 to 8, with a 4.2
average; in Thailand the range was from 2-11 months with a 7.4 average, while in Korea
the range was 5-10 months with a 7.5 average.

Although the number of respondents was low (16) and the representativeness
of the data unknown, the average number of months on the job obtained from the

! Relevant quotations from personnel interviewed are in Appendix B.

2 The original intention was to add the number of months on the job to the number of months
remaining on the job for a measure of job turnover, but the latter information was not known by
several respondents. Therefore, number of months on the job is used as an indication of turnover for all
jobs dis~ussed in this report.
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respondents does agree with information given informally by personnel assigned to these
locations. For example, it was mentioned on several occasions that officers in Vietnam
usually change jobs every six months. This point was not brought out in interviews
outside of * ietham where officer personnel apparently tend to remain in their duty
positions for longer periods. The tour of duty in Vietnam, Thailand, and Korea is limited
to 12 months, although an 18-month tour is possible in Thailand under some conditions,

The months-on-job figures represent a rather high turnover rate. The basic
mechanized stock accounting system training problems occasioned by high turnover with
respect to these respondents is primarily that of training logistics, that is, getting NCR
500 training to all of these personnel in time for it to be of use. Problems associated
with learning a large amount of complex material concerning the NCR did not appear to
obtain for this group.

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING

The training reported by the respondents’ is classified in this report as formal or
informal. Formal training refers to scheduled, guided, systematic instruction given in a
school or classroom setting. Informal training refers to the unsystematic, non-uniform
learning—sometimes self-initiated, sometimes initiated by supervisors—that takes place
during a duty position assignment.

Formal, Informal, Combined Training. Ten respondents reported having had formal
mechanized stock accounting system training, while six reported they had not. Of the 10,
one attended U.S. Army Quartermaster School special orientation, two attended U.S.
Army Ordnance Center and School special orientation, four attended the U.S. Army
Computer Systems Command DSU/GSU Field Team Vietnam-Supervisor’s Course, and
four attended conversion briefings.?

The fact that 10 of the 16 officers had some formal training on the
mechenized stock accounting system is somewhat deceiving. Most of this training
amounted to a few hours at best. The most thorough training, two days, was received by
the four officers who attended the Supervisor’s Course given by the DSU/GSU Field
Team, Vietnam (discontinued in December 1968). The U.S. Army Quartermaster School
special orientation also appeared comprehensive involving several sessions.

The conversion briefings, although they covered the system in its totality, did
not amount to more than a few hours of instruction. These briefings are only given to
those personnel attached to a battalion at the time of conversion. Personnel who are
subsequently assigned to the battalion do not receive this training, and there seems to be
no training available for them unless they have had previous experience or training.

It should be noted that not one of the 16 officers reported receiving instruc-
tion on the mechanized stock accounting system in any regular course of instruction
taken at the U.S. Army Quartermaster School, although three had taken courses at the
QMS.

Ten respondents reported having had informal mechanized stock accounting
system training, while six reported not having any informal training. Of the 10, four
attended miscellaneous briefings and orientations; eight studied NCR 500 system manuals,
SOP’s, and briefing materials, while four attended demonstrations, or received instructions
from personnel operating the NCR 500 Sy siem.

! None said that they had had experience with the NCR 500 in the field prior to their present
assignment,

2 Briefings received as part of the conversion of a manual stock accounting function to the
mechanized stock accounting system.
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Informal training for this group of respondents was largely self-initiated and of
the do-it-yourself kind. In some cases, the instruction may have been originated by
someone else but this seems to be the exception for this group.

All the 16 respondents indicated that they had had either formal (6) and/or
informal (6) training, while four reported receiving both.

Training Needs. All 16 personnel responded to questions regarding mechanized stock
accounting system training needs. Thirteen expressed a desire for more training in the
fundamentals of the system, six expressed a need for system management training, while
three wanted more training in the operation and function of the equipment and the
computer programs.

There were three officers who did not express training needs: one had attended
the DSU/GSU Field Team, Vietnam, Supervisors Course and did not closely supervise the
system; one was the officer who had given instruction on the system; and one was an
officer with considerable mechanized supply experience.

Several training methods were suggested including use of a programed text and
role-playing techniques. A thorough knowledge of the software of the system, and an
emphasis in training on the basic principles of supply were also mentioned as needs.

Comment. There are several lines of evidence in the respondents’ account of training
received which indicate that a rather high proportion of these personnel were in need of
more training on the NCR 500-based mechanized stock accounting system than they had
received.

First, the respondents indicated that the formal training received on the NCR
500 involved only a few hours of instruction. It is also evident that this training was not
always suited to the respondent’s job. A working knowledge of this system cannot be
gained in a few hours, especially if the instruction is embedded with other subjects in a
training course.

Second, formal instruction only reached 10 of the 16 respondents which
indicates that a considerable proportion of officers in these jobs had not received NCR
500 system instruction.

Third, 10 of the officers found it necessary to initiate their own training.

Fourth, 13 of the respondents said that they needed additional training on the
mechanized stock accounting system.

Fifth, comments by some of the officers indicated that they did not have an
adequate grasp or appreciation of the system. For example, a battalion commander (who
was also indicating his desire for a more sophisticated computer system) indicated that he
frequently requested supply management information that required the mechanized stock
accounting system to halt its regular operations in order to comply with the data request.

The respondents also indicated the general direction of their training needs.
First, all 13 officers who expressed the need for additional training on the mechanized
stock accounting system said that they wanted to know more about the fundamentals of
the system, to enable them to carry out their managerial functions more effectively. By
“fundamentals’’ they meant the components of the mechanized stock accounting system,
including personnel, hardware, and software; how these components function together to
produce the correct and optimum work flow; and what indicators can be used to evaluate
system functioning.

A second direction that these officers felt training should take is the incor-
poration of more supply management information in their instruction. The comments
about training needs emphasize that the relationship between the NCR 500 and the Army
supply system requires that personnel who use the NCR 500 output, provide input to the
system, supervise the system, or operate the equipment also need to be trained and
knowledgeable in the Army repair parts supply system as well as the NCR 500.
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Third, the respondents felt that the training should integrate the NCR 500
computer system and its operations with supply management and supply operations.

Fourth, the officers indicated that a wider coverage of the functions and
responsibilities of the various duty positions in a DSU should be included in training as
DSU efficiency would be considerably increased if personnel were more familiar with
duty positions other than their own.

Training techniques or vehicles were also recommended. Some officers
expressed the desire for a programed text that consclidates needed information from
many sources and presents this information so that it can be found rapidly. Many
indicated that their jobs did not allow them much extra time for study and that too
much needed information was scattered among too many hard-to-search sources.

A second training method which was rather enthusiastically recommended was
a simulated stock accounting operation in which the students learned by role playing in
different duty positions.

REPAIR PARTS SUPPLY TRAINING AND EXPERIENCE

Data from the exploratory study before this survey indicated that knowledge of the
repair parts supply system is a basic and primary requirement for personnel working with
the mechanized stock accounting system. For this group of officers, supply knowledge is
probably more important than mechanized stock accounting system know-how.

Formal and Informal Training. Fifteen of the 16 respondents reported having had
repair parts supply training; only one reported not having training. Formal training
included: U.S. Army Quartermaster School Officer Course (3); U.S. Army Ordnance
Center and School Officer Course (7); U.S. Army Infantry School Officer Course (1);
U.S. Army Transportation School Officer Course (2); U.S. Army Signal School OCS (1);
data processing course (1); correspondence course (1); field training classes, courses, and
so forth (4).

Other than the Quartermaster School and Transportation School courses, school
training in supply was that included in basic or career officer courses, and apparently
consi. ted of no more than a few hours of insiruction.

Five of the respondents said they had had two types of supply training, while
10 said they had had only one.

Only four of the 16 officers reported that they had studied regulations and
manuals to further their supply knowledge. These four had also had some formal training
in repair parts supply. Most of the other respondents implied that they learned from
supply publications but did not actually so state.

Repair Parts Supply Experience. All 16 respondents reported having had repair parts
supply experience. More than half (9) gave maintenance work as their previous experi-
ence. Other experience reported was: unit supply (2); property book (1); repair parts (5);
warehouse (1); inventory control point (2); DSU (4); mechanized supply—other than
NCR 500—(1); ammunition supply (1).

Eleven respondents said they had had only one type of prior supply work, two
gave two types, one gave three, and two reported four types of supply experience.

Comment. The respondents’ accounts of their supply training indicate that this
training has not reached the desired level for incumbents of the duty positions concerned.
The fact that 15 of the 16 officers reported that they had received formal training in
supply is somewhat deceptive, for while five of the 16 officers were given repair parts
supply training at service schools, 10 reported formal training that evidently consisted of
only a few hours included in basic or career courses, and one officer reported no formal
supply training.




It is evident that most of the required supply know-how was unsystematically
obtained by the respondents in various duty positions as requirements, time, and inclina-
tion permitted. Thus, it would appear that comprehensive and systematic repair parts
supply training should be available and given to a greater number of personnel in the
duty positions represented by this group of respondents.

A simulated DSU as a vehicle for repair parts supply training was recommended
by one officer who had been trained at the U.S. Army Transportation School with this
technique. et e At o B o -

PROBLEMS IN MECHANIZED STOCK ACCOUNTING SYSTEMS

The respondents outlined various problems that can also be considered related to the
lack of mechanized stock accounting system training of the respondents and/or other
personnel who interact with, or are part of the system. These problems were mentioned
by the officers in connection with their responses to questions concerned with possible
problem areas such as management, warehousing, personnel, and customers.

Management. All respondents (16) reported management problems; these included
coordination of the mechanized stock accounting system (8), coping with special data
requirements and reports (9), and handling of heavy workload (8). All respondents
reported that they experienced management problems in one or more of these categories.

This does not assure that the three categories of management problems indi-
cated were mutually exclusive. Actually, problems of coping with special data require-
ments and problems connected with a heavy workload can also be classified under
coordination problems as they are generated by these two conditions.

Coordination problems included: keeping system operations synchronized and
moving; organizing personnel and tasks; poor coordination between the stock accounting
and storage activities; and organization and coordination of document flow.

Special data requirements that took time away from normal operations
included: printouts of zero balance items; lists of balance on hand for specific items;
running specially written programs to abstract certain types of information from the
ledgers.

Workload problems were mentioned by respondents who also indicated that
they had difficulty organizing the effort of the system under these conditions. The real
problems seem to be a joint function of the level of training of the managers, and the
account of work imposed on the system.

A battalion executive officer, who mentioned coordination and special require-
ments as problems, also said he had difficulty evaluating the NCR 500 system (there was
a newsletter published by the DSU/GSU Field Team, Vietnam and a handbook published
by an aviation group that concerned evaluation of this computer system that should have
been available to this officer).

The respondents needed training in (1) managing the system workflow
(although these personnel became involved in this management aspect in varying degrees);
(b) evaluation of the mechanized stock accounting system operations; and (c) knowing
enough about the system to explain the capabilities and limitations to superiors who
make requests (or requirements) for data that the system could not provide or could
provide only with considerable difficulty and at the expense of normal operations.

Training needs of supervisors, with respect to the understanding of the
capacities and limitations of the NCR 500 system, were indicated by the frequency and
type of requirements for special reports or data, although it is obvious that many of
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supervisors, but rather from necessity. There is some tendency for personnel, who do not
wderstand that the NCR 500 is really a bookkeeping machine rather than a computer, to
believe that the system can provide much more information with much greater ease than
is actually possible.

Warehousing. Twelve of the 16 respondents mentioned warehousing problems that
included receiving of stock (2), location of stock (9), stock balance (2), and issuing (1).
(Nine of the 13 DSUs were represented by the respondents who mentioned wareh ousing
problems.)

Difficulties with receiving of stock included incorrect handling of documents
accompanying received material, and the lack of recording of the location of newly
received repair parts.

(1) Lack of training in the repair parts supply system, the mechanized
stock accounting system, and storage operations.

(2) Lack of proper assignment of personnel to the warehouse. There
appears to be a prevalent notion among those who assign personnel to warehouse duty

(3) Lack of motivation. Considering that warehouse Jobs are regarded as
low status duty positions, and jobs that anyone can do, it is not surprising that
motivation problems occur.

All of these problems interact, so system discipline suffers and logistics system
efficiency is adversely affected.

DSU Personnel. All respondents (16) reported problems with DSU Personnel. Fifteen
complained of the lack of training of DSU managers (technical supply officers, NCOs).
Every respondent mentioned problems reflecting the need for additional training and
experience for their subordinate personnel, including: lack of supply trained personnel
(6); lack of storage trained personnel (4); personal turnover (4); motivation or initiative
of personnel (8). The only respondent who did not mention the lack of training of the
NCR 500 managers did indicate that motivation of personnel was a problem.

nonsupervisory personnel in both stock accounting and storage. .
There is also a need for better motivation, either throughout the DSU or with
respect to personnel in some of the duty positions.

18
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Customers. Twelve of the 16 respondents mentioned having problems with
customers including: prepunched requisitions not used (4);' PLL’s not furnished or
updated (4);? and status not understood ( 5);? abuse of priorities (2); lack of agreement
between customer and DSU records (2); lost documents (2); other problems (2).

The problems reported by the respuadents indicated that supply system pro-
cedures were not being followed by a fairly substantial proportion of the DSU customers.
The fact that about a third of the officers said that customers had difficulty under-
standing status indicates that there is a need for better customer training with respect to
PLL procedures.

In some of the cases where customers did not use prepunched requisitions, it
was evident that they did not have them, because (a) they had used their supply, (b) the
requisitions had been lost in transit from the DSU to tae unit, or (c) the DSU had not
furnished the customer with prepunched requisitions.

Staffing. The 16 respondents were asked about the staffing of the mechanized stock
accounting activity and the corresponding storage activity. Exploratory study data had
indicated that staffing, particularly of the mechanized stock accounting system, was
considered a problem.

Most of the 15 respondents (one interview terminated before staffing informa-
tion could be obtained) felt that the mechanized stock accounting system in their DSU
was adequately staffed. Eight indicated staffing to be adequate without reservations. Four
more said staffing was adequate with certain considerations. For example, one respondent
said that the comect number of personnel were assigned to his mechanized stock
accounting system, but there werer’t enough trained personnel on hand. Another said
that his system had no trained personnel assigned but did have some NCR 500 trained
enlisted personnel on loan from another DSU. Another officer pointed out that the
required number of stock accounting personnel were assigned but that there was no NCR
maintenance man attached to the unit.

Most of the 14 respondents* tended to feel that the storage activity, like the
stock control operations, was adequately staffed, although six respondents felt the
staffing was adequate with the provision that the military complements were supple-
mented by American civilians in one case, and by local national civilians in five cases.
One officer said that his warehouse was staffed in terms of the TO&E but understaffed
with regard to the amount of work to be done. Two said they simply needed more
personnel.

The need of training for their subordinate personnel reported by these respond-
ents indicated that the respondents feel that their DSUs were not adequately staffed with
trained personnel, particularly supervisors.

"Each customer (or unit such as a company or battalion) supported by a mechanized DSU is
furnished prepunched-preprinted requisition forms (in the form of punched cards) for all repair part
items on the unit’s PLL. The customer only adds three items of information to the card in requisitio-
ning a part.

2Supported units are required to furnish their supporting DSU with a copy of their PLL and to
keep the PLL updated with their DSU as changes occur,

7 Status cards are furnished customers when requisitions cannot be filled or can only be filled in
part. The card indicates, by a letter and number code, the status of the requisition, e.g., whether the
parts have been back-ordered, or the requisition has been sent to a higher supply source, such as a
depot.

4 Two interviews in the group of 16 terminated before staffing information could be obtained.
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ATTITUDES TOWARD THE MECHANIZED STOCK ACCOUNTING SYSTEM

The Exploratory Study information had indicated differences in the attitudes of
certain classes of personnel concerned with the NCR 500. In the case of some categories
of managers, particularly in the field grade officers and warrant officers, there was
indication that the attitudes were somewhat negative. Attitudes of this sort might have
implications to the kind of support an NCR 500 system might get. The Exploratory
Study data also indicated that the attitudes of company grade officers might be some-
what more favorable to the NCR 500 than those of field grade officers. The attitude data
were thus categorized by field grade and company grade officers. Of the 16 manager-type
respondents, there were nine field grade, one was a warrant officer, and seven were
company grade.

Efficiency. The three field grade and two company grade officers who said that the
NCR 500 system was efficient gave speed, accuracy and the ability of the system to
handle large workloads as their reasons.

Negative comments made about the NCR 500 system emphasized such factors
as slowness, lack of flexibility, and perpetuation of error. Most of the respondents had
both positive and negative comments to make about the system, mosi of which
amounted to: “It’s an efficient system if used properly.”’

Comparison of the Mechanized With the Manual System. Six field grade and six
company grade officers said the mechanized system was more efficient than the manual
system. The 12 respondents (four made no comment) said, essentially, that compared to
the manual system, the mechanized system was faster, more accurate, required fewer
personnel, and could handle a heavier workload.

One officer, a battalion commander, who previously had said that the
mechanized stock accounting system was generally inefficient, also said that it was less
efficient than the manual system. The officer had received a special orientation at a
CONUS school on the NCR 500, and his complaint was about information that he
wanted and could not easily obtain from the mechanized system.

Manual System Advantages. Six respondents felt that the manual system had certain
advantages over the mechanized stock accounting system. They commented that data are
more accessible, there is no equipment to break down, and errors are not perpetuated as
they are in the mechanized system.

Mechanized System Publications. Of eight respondents (five made no comment;
three interviews were curtailed) four felt that the publications were easy to use, one that
they were not easy, and three that there were both 2asy and difficult features.

Four publications that concern procedures, maintenance, and the management
of the mechanized stock accounting system for system operators and managers have been
published by the U.S. Army Computer Systems Command. Most of the comments about
ease of use of those manuals pointed out that they were very clear and specific.

Negative comments emphasized the desire for different organization of some of
the manuals, more on management, and so forth. Three of the four respondents who
made negative comments about the mechanized stock accounting system manuals also
reported that they were easy to use. The fourth officer who made critical comments
about the publications said he had had prior experience with computer systems as well as
several courses in data processing and computers. He was rather critical of the entire
mechanized stock accounting system, but did say it was more efficient than the manual
system.

Not one of the three officers who said that the mechanized system was slow or
inefficient made any comment about the mechanized stock accounting system publica-
tions. Four respondents reported that the publications for their mechanized units were up
to date.



Comment. The number of respondents was small (16), and the degree to which this
group of officers was representative of the population of battalion management personnel
is unknown. Nevertheless, these data indicate that the attitudes toward the mechanized
stock accounting system of field grade officers does not differ essentially from those of
company grade officers.

There are two types of evidence from these data that indicate that more
mechanized stock accounting system training would be worthwhile for officers in the
duty positions represented by this group of respondents. First, several of the suggested
comments about the system, including the equipment, indicate that the officers who
made them did not understand the system or its purpose. These comments also indicated
a desire for a more sophisticated computer system with greater capability for producing
various kinds of supply management data. Desire for a more sophisticated computer
system does not necessarily imply lack of knowledge about the NCR 500 system, of
course.

Second, some of the respondents indicated that there were other officers in
supply management duty positions who avoided the NCR 500 and its output because
they did not understand it.

USE OF INSPECTION CHECKLIST

One of the problems expressed by personnel interviewed in the Exploratory Study
was the lack of management indicators that could be used to determine whether the
mechanized stock accounting system was functioning properly.

This problem has been known by the U.S. Army Computer System Command for
some time. Accordingly the USACSC developed an inspection checklist that has been
incorperated in newsletters and was available for use by mechanized stock accounting
system managers for several months prior to the time interviews for this research took
place. The DSU/GSU Field Teams have published this checklist and have encouraged its
use at the DSU level as a management tool. The respondents were asked if they used this
checklist; only three of the 16 said they did, while 10 said they did not. One of the 10,
a battalion maintenance officer, said that he had used the CSC inspection checklist in his
previous job but not in his present one. Two respondents reported they had not heard of
the checklist, while another knew about the CSC checklist but used one of his own.
Three did not comment on the list.

When asked about their inspection of the mechanized stock accounting system, five
of th: 11 respondents' said they only inspected one aspect of the system. Six officers
reported inspecting more than one aspect such as program schedules and ledgers. The
most frequent inspection of the system had to do with cleanliness and neatness. While it
does not require much knowledge of the mechanized stock accounting system to make
this inspection, it is a rapid technique for a busy and/or untrained manager.

CONTACT WITH THE COMPUTER SYSTEMS COMMAND
DSU/GSU FIELD TEAMS

All 16 respondents reported they had had contact with the DSU/GSU field teams
prior to the time of the author’s visit.

The mission of the Computer Systems Command includes the provision of assistance
to major Army commands in installations, operation, and maintenance of multicommand

! Of the group of 16, five did not report.
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ADP systems. The CSC DSU/GSU Field Teams participate in the performance of this
function. Their assistance, by its very nature, is a training vehicle, functioning concomi-
tantly with the other aspects of the field team mission. This assistance turns out to be
repair parts supply system training as well as computer system training because of the
integrated nature of the two systems in the mechanized stock accounting system opera-
tion. The CSC DSU/GSU Field Team assistance is, therefore, considered as training for
the purpose of this report.

All of the 16 responde:..s reported that the CSC DSU/GSU field teams had provided
some kind of assistance including inspection and/or evaluation (12); maintenance (7);
system procedures (9); training (1) and conversion (manual to NCR 500 system) (3).
Eleven respondents said that they had received two or more kinds of assistance.

Thirteen of the respondents said that they were satisfied with the assistance their
NCR 500 systems were getting from the DSU/GSU Field Teams and that these teams
were providing valuable assistance and should remain on the job.

Comment. A high proportion of the respondents felt that the DSU/GSU Field
Teams were providing a very valuable service. It is evident that the main value of this
service was in the form of assistance with the management of the mechanized stock
accounting systems and that the field teams provided this assistance in the surrogate sense
for the first-line managers and/or provided management assistance to the technical supply
officers and the NCO supervisors.

The fact that a high proportion of these respondents felt the teams provided a
valuable service is another indication that more mechanized stock accounting system
training is in order for both the respondents and their subordinates.
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Chapter 3

TECHNICAL SUPPLY OFFICERS

JOB DESCRIPTION

The Technical Supply Officer (TSQ) is normally in command of the supply platoon
in the main support company of a maintenance battalion not attached to a division, or of
the supply platoon of the headquarters and main support company of a maintenance
battalion attached to a division.

The supply platoon is the DSU and includes both the storage activity or warehouse,
and the stock accounting activity that keeps account of the repair parts that are received,
stored, and issued by the storage activity. Thus, the TSO is required to be knowledgeable
about stock accounting procedures as well as those procedur:s and techniques that are
germane to the storage activity. At DSUs that have an NCR 500 system, the TSO is also
required to be knowledgeable about that system’s procedures and equipment. The
Technical Supply Officer has an important job. Maintenance depends on the availability
of repair parts which in turn depends on a smooth flow of these parts in and out of
support activities.

The Technical Supply Officer is usually a lieutenant serving in one of his first duty
positions, and is frequently an ordnance officer, though TSOs with other branch affilia-
tions are common.

Ten technical supply officers, all from different DSUs, were interviewed. The
Officer-in-Charge of a Supply Point was interviewed using the same set cf questions that
were used for TSOs, as his job appeared to be more like that of a TSO than any other
duty position in the survey. One Technical Supply Officer was attached to a general
support unit, the nine remaining TSOs were attached to direct support units.

Not all of the technical supply officers interviewed had equal supervisory responsi-
bility or involvement with the supervision of the NCR 500 system in their direct support
activity. In one case the supervision of the mechanized stock accounting system was
primarily carried out by a battalion staff officer (the battalion technical supply officer),
the TSO centering his activities on the storage operation. In two other cases, the actual
supervision was rather obviously effected by a knowledgeable NCO in the Stock Control
Supervisor’s duty position. Another TSO, experienced as a TSO of another DSU having
an NCR 500 and having only a month of Army service remaining, was temporarily
assigned as a replacement for a TSO who had been injured.

Table 4 lists technical supply officers by DSU, rank, duty MOS, primary and
secondary MOS (where available), and relationship between duty MOS and primary or
secondary MOS.

Assignment of Personnel. One respondent said his primary MOS and duty MOS were
identical, while another said his secondary and duty MOSs were identical; five reported
their primary MOS and duty MOS were related, while one said his secondary and duty
MOS were related; two reportcd no relationship between primary MOS and duty MOS.
(One respondent’s MOS relationships were not ascertained.)

The relationship between duty and primary or secondary MOS for the Tech-
nical Supply Officer does not seem to be quite as close as that found in the case of the
battalion management personnel. Half of the battalion managers were in duty positions

23

32



"LOZY 10 yOZ P O1 PALIBAUGD MOU “43D145O Ajddng 1a1seLUIB1IEND) ‘G P 1UBALL aAey Al Juapuodsal Jaquinu SO PIBA e 10N,

(430140 WuUn (493440 Ajddng

Asepuodag o1 jednuapyg 000V [edH1de1UoN) 9ELE jesauan) 000t 171 IMN
(4321430 aoueualUIRY (480144 O a™ALBS

Alewtiyg o) pajejay - jealueyna) gLy » Addng) 00zt 17t VAN
(1821340 1uawabeuey

Atewiig o1 jeanuap) - LozZy Addng) Lozv 171t o
{18011} aoueualuIe 4301310 3|ISSIN)

Alewtiq o3 pajejay - 3JIsSIN) 9LGY PapIng "pJO) 208t 1d4vD 13nnr

(uetdiuyoa) steday

$21U04}09}3-suoned (ueiuyosa )

Asewiid o1 parejay - -unwwol) voge  Ailddng uun) vi9Z ZMO VIANI
(1901440 1uausabe (1901440 9o1A4aG

Alewnid o1 paiejay - -uely Aiddng) Loz B Alddng) 00Zv 171 1310H
(101e1AY (1801430 @oueua)

pajejas JoN .- Buip paxi4) 08GL  -uley Vesony) £28p 1dvD 4709
(1821440 ddueUBUIRN (1921440 suo (430140 wcmEmmmcas_

Alepuoodag 03 pajejay jledtueydapy) Gi8y -deapp sea)anN) £2/1 Addng) 10Z¢ 111 104 1X04d
(1921440 ascueuadjulepy (1921440 301n48G

Alewisg oy parejay - |edlueydapy) G 8t 8 Alddng) 002t 171 OHO3

(4321440 adIMIBg

paulelssose 19N Y44 B Alddng) 00ZY e6LZY 171 v1i13a
(ES ‘€9 - 4192140
(180140 34218 Buguiesy

Paiejas 10 - leubig aiseq) GLzo 1@ suonessdQ) Z91Z 1 A3THVYHD

mm_\mmﬂﬂﬁwm.m ocu.ﬁﬁmm SOW Asepuodag SOW Alewtsg SOW Aing Auey nsa

SSOW Asepuodag ‘Asewitd ‘Aing usamiag diysuonejay :si901430 Ajddng jesiuyoae g

b alqel

373

24

Aruitoxt provided by Eic:

E\.



having an MOS that was identical to either their primary or secondary MOS. In the case
of the TSOs less than a fifth did. This difference could be due to the fact that the TSO
duty psition covers a narrower, more specific set of activities than the higher level
battalion management jobs.

Job Turnover. The amount of time in the duty position held by the respondent at
the time of interview was used as an indication of job turnover for the technical supply
officers.

Number of months respondents reported having been on the job in Vietnam
ranged from one to 12; Thailand one to five; Korea three to sis: the one respcndent in
Okinawa had been on the job 10 months. The average was 4.9 montns.

The number of respondents was too small to compare meaningfully the number
of months on the job by location. These data, though of unknown representativeness, do
agree with statements made by personnel in the exploratory study who said that officers
remained in the TSO duty position for comparatively short periods of time.

Considering the training and experience that the TSO usually brings to his job,
together with his short job tenure, it appears that this important duty position is almost
continuously filled by an underqualified officer.

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING

FORMAL, INFORMAL, AND COMBINED TRAINING

One officer reported two sources of training: (1) the Supply Management Officer
Course at the U.S. Army Quartermaster School; and (2) instruction by the DSU/GSU
Field Team, Vietnam, in the Supervisor’s Course. The remaining respondents who
reported formal training indicated only one source: U.S. Army Ordnance Center and
School, OCS (3); DSU/GSU Field Team, Vietnam, Supervisors Course (2); conversion
briefings (2). Three TSOs said they had not had formal training on the mechanized
system, and one of them said he had never even heard of the NCR 500 before he
reported to his unit.

Most of the training reported by the TSOs was little more than a few hours
orientation. The conversion briefings and classes also amounted te just a few hours. The
two-day Supervisor’s Course given by the DSU/GSU Field Team, Vietnam, comprised the
most extensive training received by the TSOs.

All of the 11 respondents reported that they had studied manuals and other
documents." Nine said that they had received some information from personnel who
were orerating the NCR 500 system. Two officers did not report demonstrations as a
source of training, but it is probable that they did obtain some NCR 500 information
this way. All 11 respondents reported having used mechanized stock accounting system
manuals,?> SOPs, and briefing materials, and six reported using newsletters.

'"These data only refer to statements by the respondents that they studied the mechanized stock
accounting system manuals with the intent of learning about the system. The manuals were also used as
aids for job performance, though there is no doubt that both ends were simultaneously served by such
study. The major point is that the respondents felt it necessary to increase their knowledge in this way.

2The current versions of the materials used at that time are the following: Logistics Management
Mechanized Stock Control and Supply Accounting System (Magne tic Ledger) Stock Control and Supply
Accounting System (Magnetic Ledger) Operator’s Manual (ST 38-10-711-2, 1 Nov 68); Logistical Manage-
ment Mechanized Stock Accounting Records System (Magnelic Ledger) and Procedures for Conversion
of Manual Records (ST 38-10-71 1-3, 15 Feb 72); all, Computer Systems Command, Fort Belvoir, Virginia.
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Despite the rather obvious management and training value inherent in the CSC
Inspection Checklist, only four of the 11 TSOs reported that they had used it as an
inspection aid.

The important point is that all of the respondents reported feeling the necessity to
initiate some training for themselves. This does not seem surprising in view of the
complexity of the mechanized stock accounting system and the brief orientation to this
system that the officers had. The informal training in this case does not appear to be just
the usual learning-on-the-job that people achieve through normal job activities: rather it
can be considered as self-initiated learning by people who obviously feel inadequate in
their duty positions.

No respondents reported having formal training only, while three reported having
informal training only. Eight respondents reported having had both formal and informal
training.

Of the 11 respondents, nine expressed a need for further training in the mechanized
system. More information about the fundamentals of the system—its operations, limita-
tions, and capabilities was a need expressed by nine officers; operation and function of
the equipment and the computer programs (7), and management of the system (8).

Two officers did not express training needs. Both had attended the DSU/GSU Field
Team Supervisor’s Course. One of these respondents had also completed the Supply
Management Officer’s Course at the U.S. Army Quartermaster School and had served as
an assistant TSO at another DSU having an NCR 500 system. The other TSO was rather
new in his job and may not have had an appreciation of his training requirements,
although he appeared to have a reasonably good grasp of the various aspects of his job.

MECHANIZED SYSTEM EXPERIENCE

Three of the 11 respondents reported experience with the NCR 500 system prior to
their assignment. at the time of interview. Two of these officers had been technical supply
officers for a few months at other DSUs having the NCR 500. The other had been an
assistant technical supply officer at another DSU for four months.

The two respondents who had previously been technical supply officers indicated
the need for more training on the NCR 500 system. One said he wanted to know more
about the fundamentals of the system, the operation and function of the programs and
the equipment, and management of the system. The other indicated a need for more
knowledge about the operation and functions of the equipment and the programs, and
system management.

The officer who had formerly been an assistant TSO did not indicate the need for
more training, apparently feeling that his training and experience had given him the
required expertise. It should be noted that his company commander had formerly given
instruction on the mechanized stock accounting system at the U.S. Army Ordnance
Center and School.

Comment. The same types of evidence that indicated that the battalion management
personnel needed more training on the mechanized stock accounting system indicated the
need for additional training for the technical supply officers as well.

The respondents indicated the general direction of what they considered to be
their training needs. First, all of the TSOs who expressed the need for additional training
indicated the need to know more about the fundamentals of the system, the components
of the system, and relationship between the components. As in the case of the battalion
management personnel, the implication was rather clear that this training was needed in
order to help the TSOs manage the system more effectively. These officers laid heavier
stress on their training needs with respect to the operation and function of the NCR 500
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system equipment and programs, and on management training needs, than the battalion
managers. This is understandable as the TSO is a first-line manager.

Unlike the battalion managers, the TSOs did not specifically mention the need
for repair parts supply training and information to be integrated in the mechanized stock
accounting system training. The need for this training integration, while not overtly
stated, was implied in some of the comments made by the respondents about their
mechanized system training needs and management problems. The interview data do not
clearly establish a training need of this nature, however. It is possible that the battalion
managers, with somewhat more repair parts supply experience, held a wider perspective
of training requirements than the TSO: who were less experienced.

TRAINING IN REPAIR PARTS SUPPLY

Ten of the 11 respondents reported having had formal training in repair parts supply
as follows: U.S. Army Quartermaster School—OCS (1), Supply Management Officer
Course (2); U.S. Army Ordnance Center and School—OCS (3), Basic Course (2), Mechan-
ical Maintenance Officer Course (1); U.S. Army Transportation School—Basic Course (1),
Aircraft Maintenance Officer Course (1); U.S. Army Signal School—Basic Course (1); U.S.
Army Munitions Center and School—Missile Maintenance Officer Course (1); enlisted
courses (schools not ascertained) (1); field training (1).

With the exception of the Quartermaster School courses, the repair parts supply
training received by the respondents was usually a part of other courses and involved
only a few hours.

All of the respondents reported some formal training in repair parts supply except
the Warrant Officer whose training was primarily in communications and electronics.

Repair Parts Supply Experience. Six of the 11 officers reported repair parts supply
experience in jobs held prior to their duty position at the time of interview. Three of
these officers had been technical supply officers or assistant technical supply officers of
other DSUs having NCR 500 units. Three other iespondents reported prior repair parts
supply experience. One was a former enlisted man with maintenance experience but no
supply experience. One had worked in a depot warehouse for four months. The third had
been in a technical supply duty position in a forward supply company for a few months.

The TSOs description of their training in repair parts supply indicates that
additional training is necessary for incumbents of these jobs. The fact that 10 of the 11
respondents received formal training in repair parts supply is deceptive. With the
exception of two TSOs who had completed the Supply Management Officers Course at
the U.S. Army Quartermaster School, the formal supply training reported by the other
eight TSOs evidently consisted of only a few hours included as part of other courses.

As in the case of the battalion management personnel, it is evident that most
of the supply knowledge gained by the TSOs was obtained unsystematically on the job as
certain requirements arose.

PROBLEMS IN MECHANIZED STOCK ACCOUNTING

The problems indicated by the respondents could be considered as being related to
the lack of NCR 500 training. The problems have been categorized under the following
headings: management, warehousing, training, experience of subordinate personnel, and
customers.

Management. Ten of the 11 respondents reported having management praoulems. All
10 reported problems with coordination of the mechanized system, six said they had
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difficulty coping with special data requirements and reports, and six reported problems
with a heavy workload.

The only officer who did not express management problems was comparatively
new at his job as Officer in Charge of a Supply Point and had had no formal training on
the NCR 500 system.

Coordination problems reported had to do with keeping system operations
synchronized and moving; organizing personnel and tasks; poor coordination between
stock accounting and storage activities; and organization and coordination of the flow of
documents.

The special data requirements or reports that took up time usually concerned
with regular operations were the same type that management personnel had indicated:
printouts of zero balance items; lists of balance on hand for specific items, and so forth.

Many of these management problems appeared to be the result of an inter-
action between two major factors: (a) the lack of training of the personnel involved in
the functions and operation of the NCR 500 systems; (b) workload requirements that
were in fact demanding.

The management problems indicated by the TSOs were essentially the same as
those experienced by the battalion management personnel. The problems indicated
previously centered about management of the system workflow, sometimes under heavy
workload conditions.

Management problem data indicate the need for additional training at three
levels: the TSOs’ superiors in the battalion and management levels above its maintenance
battalion; the TSOs themselves; and the TSOs’ subordinate personnel.

Training needs for superiors (and technical supply officers as well) were indi-
cated by the fact that about half of the TSOs felt that personnel at higher management
levels imposed many special requirements for data on the NCR 500 system that they
would not require if they understood the capacities, limitations, and content of the
mechanized stock accounting system.

Training needs for the TSOs were indicated by the fo~t that 10 of 11
respondents said that they had problems coordinating various functions and operations of
the system.

Training needs for subordinates were indicated by the difficulties mentioned by
the TSOs in coordinating the mechanized stock accounting system.

Warehousing. Eight of the 11 respondents reported warehousing problems: location
of stock (6); stock balance (4); and issuing (1). Three TSOs gave the same two problems:
location of stock, and stock balance. Five officers each noted one warehousing problem,

Three respondents did not mention warehousing problems. One of them was in
charge of a well-operated, well-staffed warehouse that had been established for some
time, and was engaged in missile support in a non-combat zone. Another had a warehouse
that was operated by an American civilian contractor. The third TSO did not appear to
be closely involved with the supervision of the warehouse.

The same stock location problems were mentioned by the technical supply
officers that were noted by the management personnel: stock mislocated, multiple stock
locations, stock location not recorded, and incorrect stock locator files. Stock balance
problems were essentially the lack of agreement between the stock accounting records
and the actual stock on hand.

The same basic warehousing problem—lack of organization—mentioned by the
battalion managers was also indicated by the TSOs. Also, as in the case of the higher
level managers, about three-fourths of the TSOs pointed out these difficulties.

Judging from the TSO response data, the ~ame interacting factors underline this
disorganized warehouse condition: lack of training, inappropriate assignment, and low
motivation. :
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Essentially the problem with personnel turnover was expressed as the loss of
key supervisors who had been on the job for several months and were performing
satisfactorily.

Motivation or initiative of personnel was only mentioned by two of the 11
TSOs whereas half of the 16 management personnel mentioned this as a problem. This
seems somewhat odd since the TSO is presumably closer to the DSU personnel than the
battalion staff officers. On the other hand, the TSOs, being comparatively new in the
Army for the most part, may not have had the same sensitivity to initiative in an Army
setting as the more senior officers.

DSU Personnel. Ten of the 11 respondents reported problems with DSU personnel
including: lack of NCR 500 system training of the DSU NCO managers—platoon sergeants
(NCOIC) (7); storage activity supervisor (6); stock account supervisor (1); lack of
personnel trained in supply (6); lack of personnel trained in storage (6); personnel
turnover (4); motivation or initiative of personnel (2).

The TSO interview data indicated that further training in the mechanized stock
accounting system and/or repair parts supply is needed by supervisory and non-
supervisory personnel in the DSU. Although there were exceptions, the stock accounting
supervisory and non-supervisory personnel did not appear to present a serious training
problem as far as the TSOs were concemed. Most of these personnel had received formal
mechanized stock accounting system training and/or had work experience in their jobs.

Customers. Ten of the 11 respondents mentioned having problems with customers
that included: prepunched requisitions not used (4); PLLs not provided or updated (5);
status not understood (4); prepunched requisitions received in damaged state (3); incor-
rect requisitions (1); abuse of priorities (2); lack of agreement between customer records
and DSU records (2); PLL clerk not trained (3); lost documents (2); customer com-
plaints: requisitions not filled (3); other problems (2).

The one TSO who did not mention difficulties with customers was serving in a
general support unit whose customers were DSUs.

The technical supply officers mentioned the same type of problems with
customers as did the battalion management personnel. The types of problems most
frequently mentioned were also the same. Because the TSOs have more contact with
customers than the battalion management personnel, they encountered problems more
frequently.

Other less frequently mentioned difficulties with customers were communica-
tion with customers, and failure of customers to carry out reconciliations.

Problems with customers reported by the TSOs were essentially the same as
those reported by the battalion management personnel. The data indicated that a
considerable number of customers were not following supply system procedures as closely
as supply system discipline and efficiency would dictate.

This situation can be »-cribed to the need for the training of customers in PLL
procedures and possibly to u:e lack of willingness to follow supply procedures as well.

Staffing. Eight of the 11 technical supply officers felt that their NCR 500 systems
were adequately staffed although two of them said that the steifing was adequate given
the augmentation of local national personnel. (The author noticed that all of the 13
support units visited employed local national personnel in the siock accounting function.)

Three TSOs said that their mechanized stock accounting systems were under-
staffed with respect to certain conditions: lack of well-trained supervisors, lack of trained
personnel, and the fact that specialists instead of NCOs were in supervisory positions.
One DSU had no personnel trained on the mechanized stock accounting system at the
Quartermaster School, although the required number of personnel were attached to the
unit. This was the only DSU that did not have personnel assigned that had been trained
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on the mechanized stock accounting system at the QMS or elsewhere. The other 12 DSUs
had trained personnel.

Of the eight technical supply officers who felt that the storage activity was
adequately staffed, five specified that the warehouse was adequately staffed if the
augmentation by local national personnel was considered. Two officers said that the
storage activity in their DSUs was understaffed because of a heavy workload and/or
because of many extra duties, such as guard and KP, that are required of the warehouse
personnel.

For the TSOs, staffing in terms of the required number of personnel in either
the stock accounting or the storage activities did not present a problem. Other interview
data indicate that the TSOs did feel that they were understaffed with adequately trained
subordinate personnel, particularly in the storage activities, and at the platoon sergeant
level with respect to the NCR 500 primarily.

ATTITUDES TOWARD MECHANIZED STOCK ACCOUNTING SYSTEM

Two respondents, out of nine making comments, said that the mechanized system
was efficient, and they indicated speed, accuracy, and the ability of the system to handle
large workloads as their reasons. One TSO indicated that the system was inefficien: since
it could not handle a large workload. In his case the workload was temporarily abnor-
mally heavy as his DSU was taking over a warehouse full of equipment that had been
operated by a civilian contractor.

Six TSOs said the system has both efficient and inefficient features. Comments that
were critical of the NCR 500 system noted that it required a considerable number of
manual operations and that system functions tended to come to a halt when the
equipment was inoperable.

Comparison of the Mechanized and Manual Systems. Nine technical supply officers
said that the mechanized system was more efficient than the manual system. These
respondents had previously said: the mechanized system was generally efficient (1); the
mechanized system was generally inefficient (1); the mechanized system had both effi-
cient and inefficient features (5); and made no comment about the general efficiency of
the mechanized system (2).

Two TSOs did not make the comparison between the mechanized and the
manual systems, reporting that they were not familiar enough with the manual system to
make a2 comparison.

The technical supply officers who felt that the mechanized system was more
efficient than the manual gave as their reasons that it was faster, more accurate, required
fewer personnel, and could handle a heavier workload.

Only three technical supply officers said that the manual system had certain
advantages over the NCR 500 system. One said that the data were more accessible under
the manual system and that there was no equipment to break down. The other two TSOs
felt that work backlog was easier to handle with the manual system. However, all three
officers said that the NCR 500 was more efficieni than the manual system,

Comments on Mechanized System Publications. Five of nine respondents (two had
no comment) thought the mechanized stock accounting system publications were easy to
use; one felt they were not easy; three felt they had both easy and difficult features.

Most of the comments by the TSOs concerning ease of use of mechanized
stock accounting system publications emphasized that these documents had the character-
istics of being easy to follow and explicit, and having information that is easy to find.
The critical comments concerned the manner in which the publications were organized.
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The attitudes expressed by the TSOs indicate that they feel the mechanized
stock accounting system is generally efficient, and that it is more efficient than the
manual system.

The TSOs expressed the same attitudes about the system as the battalion
management personnel and in roughly the same proportion.

Most of the technical supply officers appeared tc feel somewhat positively
about the mechanized stock accounting system publications, indicating that these publica-
tions were comparatively easy to use.

Career Intentions. Eight of the 11 respondents said that they were not going to
remain in the Army after completion of their current tour of obligated service. Two said
that they had not decided whether they would remain in the Army or not, while only
one said that he was going to remain in.

CONTACT WITH THE COMPUTER SYSTEMS
COMMAND DSU/GSU FIELD TEAMS

All 11 officers reported that they had had contact with the DSU/GSU Field teams
prior to the time of the author’s visit. The type of assistance received included:
inspection and evaluation (9); maintenance (8); system procedures (7); training (2);
conversion (manual to NCR 500 system) (3).

All of the technical supply officers said that the CSC DSU/GSU Field Teams had
provided two or more of the categories of assistance listed above. One TSO reported
assistance in five categories, another gave four, and two other respondents mentioned
three kinds of assistance.

Ten of the officers reported that they were satisfied with the assistance their NCR
500 system had received from the DSU/GSU Field Team and that the teams were
providing valuable help. One TSO indicated that he was dissatisfied with the help his
NCR system had received in the process of converting from the manual system to the
NCR 500.

As in the case of battalion management personnel, it is apparent that DSU/GSU
Field Team assistance is considered valuable by the TSOs because help provided is in the
form of assistance with the management of the mechanized stock accounting system.

This attitude is a further indication that more TSO training in the management of
the mechanized system is needed.
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Chapter 4
PLATOON SERGEANT

(Noncommissioned Officer in Charge)

JOB DESCRIPTION

The Platoon Sergeant, also known as the Noncommissioned Officer in Charge
(NCOIC), is typically the highest ranking NCO in the supply platoon. He is the main
assistant of the Technical Supply Officer, and handles the supervision and administration
of the platoon in the absence of the TSO. The platoon sergeant usually has a grade of
E-7, being an NCO rather than a specialist.

The nature of the platoon sergeant’s job requires that he be knowledgeable about
stock accounting and storage procedures and operations. Where the stock accounting
function is carried out by means of the NCR 500, the platoon sergeant must also be
knowledgeable about this system. The mechanized stock accounting system knowledge
requirements for the platoon sergeant are approximately the same as those for the
Technical Supply Officer.

GROUP COMPOSITION

Six platoon sergeants were interviewed. One said he was an assistant platoon
sergeant, but it was evident from the job description he gave that he performed all of the
duties of the platoon sergeant. Another respondent was rather difficult to classify because
of the unusual structure of responsibilities in his DSU.

Table 5 lists the six platoon sergeants by DSU, rank, duty MOS, primary and
secondary MOS (where available), and relationship between duty MOS and primary or
secondary MOS.

Assignment of Personnel. Of the six platoon sergeants interviewed, four reported
duty and primary MOSs that were identical, and two gave duty and primary MOS that
were related. Two said there was no relationship between their duty and primary MOS.
One of these NCOs had the NCR 500 qualification designation (G3) added to his MOS,
that is 76 P20G3.

It appears that these personnel had been assigned to duty positions that were
reasonably consistent with their MOS. When these data were collected, it was unlikely that
there were enough personnel in the Army qualified for the platoon sergeant duty
position, who were also qualified as a supervisor for the mechanized stock accounting
system, available for assighment to DSUs having mechanized systems.

Job_Turnover. Job turnover seems to be somewhat different for enlisted personnel
than for commissioned officers. Generally, enlisted personnel tend to spend their entire
period of assignment in the Far East in the same job, whereas commissioned officers,
particularly in Vietnam, tend to change to jobs that are quite different at least once
during their Far Eastern assignments.

The months on the job for the six respondents were: 8, 3%, 2, 5, 2, and 11,
with an average of 5.3. Since the number of platoon sergeants was small, no breakdown
by area is given as it would be almost meaningless.
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As enlisted personnel tend to remain on their Jobs for their entire tour in the
Far “last, the average time on this job for these respondents may be somewhat lower than
the average for enlisted men.

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING

FORMAL, INFORMAL, AND COMBINED TRAINING

Formal mechanized training reported was: U.S. Army Quartermaster School, mecha-
nized stock accounting system training (2); DSU/GSU Field Team, Vietnam, Supervisor’s
Course (1). Three sergeants reported that they had not received any formal training.
None of the three respondents who had formal training reported having more than one
kind.

The NCR 500 training received by two of the respondents at the U.S. Army
Quartermaster School was the regular three-week and three-day period of instruction
given to enlisted personnel assigned to mechanized system training immediately following
completion of the Stock Control and Accounting Specialist Course. ’

Five respondents reported having informal training that included: miscellaneous
briefings, orientations, (1); mechanized stock accounting system manuals, SOPs, briefing
materials (3); demonstrations, instruction from personnel operating the mechanized
system (4). Only one NCOIC reported having no informal training.

The one respondent who did not indicate that he had taken informal training had
been through the DSU/GSU Field Team Supervisor’s Course and was the respondent
whose job position was difficult to classify. He was attached to a DSU having a duty
configuration somewhat at variance with that usually found in a mechanized stock
accounting system.

Two NCOs reported that they had studied mechanized stock accounting system
manuals as well as having learned from personnel operating the system.!

An attitude that was implicit in several interviews with management personnel, both
officer and enlisted, was that both types of managers appeared to feel that they were
unable to supervise as effectively as they would have liked because of their lack of
knowledge about the mechanized system, and because their subordinates knew more
about the system than they did.

One respondent reported having had formal training only, and one informal training
only. Two NCOIC reported having had both informal and formal training.

MECHANIZED SYSTEM NEEDS

Only two of the six respondents said they had need for training on the mechanized
stock accounting system.? One of these said he wanted to know more about the
fundamentals of the system as well as the operation of the equipment. This was the NCO

! These data only refer to statements by these respondents that they studied the mechanized stock
accounting system manuals with the intent of learning about the system. The use of these manuals as
aids for the job performance is covered in a later section, though there is no doubt that both ends were
simultaneously served by such study. The major point is that the respondents felt it necessary to
increase their knowledge in this way.

2All of these NCOs were going to leave the Army at the end of their enlistment. The fact that
only two platoon sergeants expressed training needs may have been related to the departure intentions
of these NCOs.
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who was difficult to classify and whose job position was such that his knowledge
requirements of the NCR 500 system were actually less than any of the other platoon
scrgeants. The other NCO expressed only the need for more training on the fundamentals
of the system.

Both respondents who identified training needs had had formal training. one at the
U.S. Army Quartermaster School, the other by the DSU/GSU Field Team Supervisor’s
Course.

Four respondents did not report training needs. All said they had taken informal
training on the NCR 500 system. One had completed the mechanized stock accounting
course given by the QMS. The other three did not report formal training. All four said
they had taken informal training on the mechanized system. Two of these NCOs had
been working with the NCR 500 for some time and appeared rather knowledgeable about
the system. The other two NCOs appeared to spend most of their time with warehouse
operations. One may have been avoiding contact with a system with which he was not
familiar. The other apparently spent most of his time with the warehouse operation
because his presence there was needed more than it was in the stock control activity.

Mechanized System Experience. Two of the six respondents reported experience
with the NCR 500 prior to the duty positions held at the time of interview. One of
these, who had been trained on the mechanized stock accounting system at the U.S.
Army Quartermaster School, had had experience as an NCR 500 equipment operator and
as a stock control supervisor in the same DSU in which he was serving. The other platoon
sergeant, who had been trained on the NCR 500 at the U.S. Army Quartermaster School,
had spent two years as a member of the DSU/GSU Acceptance Team, a Computer
Systems Command unit that tests NCR 500 systems before they are accepted by the
Army.

The evidence in these data indicate the need for more of the NCO personnel to
receive training on the mechanized stock accounting system.

TRAINING IN REPAIR PARTS SUPPLY

Formal repair parts supply training reported was: U.S. Army Quartermaster School
Stock Control and Accounting Course (2), Stock Control Supervisor’s Course (1), and
General Supply School (1). Two NCOs reported that they did not have any training.

Two platoon sergeants said the only supply training they had was OJT. One
respondent felt that supply training courses were not as thorough as they should be.

All of the respondents reported using the supply regulations on their jobs.

Repair Parts Supply Experience. Five respondents reported having had repair parts
supply experience including: unit supply (1), repair parts (2), warehouse (4), DSU (1),
depot (2), and mechanized supply (other than NCR 500) (2). One reported no previous
experience. Two respondents reported having experience in three categories, two in two
categories, and one in one category.

Training in repair parts supply does not appear to be a problem of the same
magnitude for the platoon sergeant as it was for the two categories of commissioned
officers discussed earlier.

Only one of the six platoon sergeants had previous DSU experience. If the ratio
of one platoon sergeant with prior DSU experience to five platoon sergeants without
prior DSU experience is even remotely representative, training in DSU operations for
platoon sergeants may be indicated, providing there is enough difference between DSU
operations and other repair parts supply jobs to warrant the special DSU training.
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MECHANIZED ACCOUNTING SYSTEM PROBLEMS

Management. Mechanized stock accounting system management problems reported
included coordination of the mechanized stock accounting system (3), and coping with
special data requirements and reports (3). Two reported no management problems.

Both management problems were cited by two NCOs. Two other NCOs indi-
cated but one type of management problem. The three respondents who reported
coordination problems indicated difficulties coordinating the workflow between th: NCR
500 system and the warehouse.

The two NCOICs who did not mention management problems had not had
formal NCR 500 training, did not indicate the need for such tramning, and were the two
NCOICs who appeared to devote most of their time to warehouse operations.

Three respondents mentioned special data requirements that took them away
from normal operations as a problem. The special requirements noted were requirements
for demand history, key punching personnel data, and key punching weapon serial
numbers.

These management problem data indicate the need for mechanized stock
accounting system training at three levels: the maintenance battalion and management
levels above the battalion; the platoon sergeants themselves: and personnel subordinate to
the platoon sergeants, particularly in the storage activity.

Training needs for higher manaement levels were indicated by the fact that
half of the platoon sergeants noted that requests for special data were a problem.

Training needs for the platoon sergeants and for their subordinates were
indicated as half of the NCOs reported difficulties in coordinating the various functions
and operations of the system.

Warehousing. Warehousing problems reported included: receiving (1), location of
stock (4), stock balance (2), and issuing (1). Two respondents reported that they did not
have any warehousing problems.

One respondent said he had problems wit - receiving, issuing, and stock loca-
tions not being known. He indicated that the receiving and issuing difficulties were more
a function of personnel shortages than anything else. Two respondents reported a
problem with stock location and stock balance. The fourth said his only warehousing
problem was stock location.

Two NCOs did not report warehousing problems. One of them was attached to
a DSU having a civilian control organization operating the warehouses. The other was
attached to a DSU having a well-organized and well-staffed warehouse that was operated
by Army personnel.

The same general warehousing problem indicated by the other groups of
respondents was likewise suggested by the platoon sergeant interviews, that is, lack of
organization. This general problem was indicated by four of the six platoon sergeants.
These data, as the other respondent group data, indicate that lack of training, inappro-
priate assignment, and low motivation are substantial contributions to this condition.

DSU Personnel. All six respondents reported problems with DSU personnel that
included: lack of training of mechanized stock accounting system managers (technical
supply officer) (1); lack of supply trained personnel (4); lack of storage trained personnel
(2); personnel tumover (2); and motivation or initiative of personnel (2).

Repair parts supply appears to be the major area of training deficiency of
subordinates as seen by the platoon sergeant.

Training in storage procedures and techniques for storage personnel is also
indicated by this data as a problem but perhaps to a somewhat lesser extent than supply.

Customers. Five of the six respondents reported having problems with customers
that included: prepunched requisitions not used (3); prepunched requisitions received in
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damaged state (3); incorrect requisitions (2); abuse of priorities (1); PLLs not furnished
or updated (1); status not understood (1); and PLL clerk not trained (1).

The one respondent who did not mention having customer problems was an
NCO who sper* most of his time with the warehouse operation.

As 1n the case of other groups of respondents, the platoon sergeant data
indicate that a considerable number of customer units were not following supply system
procedures as closely as supply system discipline and efficiency woul prescribe. These
problems were mentioned by five of the six NCOs.

The area of difficulties with customers indicated by the platoon sergeants
tended to be rather narrow, being concerned for the most part with requisitions. This

conceivably to the lack of willingness to follow supply procedures.
Staffing. Four of the six respondents said that the mechanized stock accounting
system in their DSU was adequately staffed.

Two respondents said their systems were understaffed. One felt that two more
key punchers were needed. The other said that there was not an NCO to supervise the
mechanized stock accourting system.

Ornly one of the six NCOs thought that the storage activity of his DSU was
adequately staffed. Four said that the warehouse was understaffed in their case. One
respondent was attached to a warehouse staffed by a civilian contract firm.

Unlike the battalion management personnel and the technical supply officers,
the platoon sergeants appeared to feel that their DSUs were understaffed.

ATTITUDES TOWARD THE MECHANIZED STOCK ACCOUNTING SYSTEM

system. One NCO respondent felt the system was inefficient.

Comparison of Mechanized and Manual Systems. The four respondents who said that
the mechanized system was mor.. efficient than the manual system included the NCO
who said that the system was generally inefficient. Two NCOs did not make any
comparison because they had not had manual experience.

Only one respondent said that the manual system had an advantage ove: the
mechanized, and that was that the manual systera could handle a work backlog easier.
The platoon sergeant who appeared to be avoiding the mechanized system said that it
was more efficient than the manual, but that he preferred the manual system.

Comments on Mechanized System Publications. Three respondents felt the publica-
tions were easy to use, and one said they had both easy and difficult-to-use features. Two
NCOs did not comment.

The NCO who made the single negative comment about the ease of use of the
mechanized system publications said that the codes (status, transaction, etc.) were not
explained as well as they should be.,

One NCO who said he used the procedures manual (ST 38-10-711-1)" and the
operator’s manual (ST 38-10-711-2)? did not comment on the ease of use.

!Stock Control and Supply Accounting 2rocedures, op. cit.
2Operator’s Manual, op. cit.



‘Two of the four respondents whe id ‘hat the NCR 500 system manuals were
easy to use indicated that they used a specific manual.

One of the six NCOs said he had used the CSC inspection checklist. This
respondent appeared to be one of the more knowledgeable NCOICs and seemed capable
of using this management tool effectively.

Career Intentions. All six platoon sergeants were leaving the Army at the end of
their present enlistment or obligated service. Three NCOs were going to retire. The other
three were not going to reenlist.

CONTACT WITH THE COMPUTER SYSTEM COMMAND
DSU/GSU FIELD TEAMS

Five of the six respondents reported that they had had contact with the DSU/GSU
Field Teams prior to the time of the author’s visit. The single platoon sergeant who had
not had previous contact was one who had indicated that he devoted nearly all of his
time to the warehouse, who had had no NCR 500 training, and who did not indicate any
need for additional trair:ing.

Types of assistance received by the respondent’s DSU from the Computer System
Command DSU/GSU Field Teams included: inspection and/or evaluation (3), mainte-
nance (1), procedures (3), training (1), and conversion (manual s7stem to NCR 500
system) (2).

Four of the respondents reported that the DSU/GSU Field Teams had provided
some type of assistance which they considered to be valuable. Two NCOs mentioned
three kinds of aid and two reported assistance in two categories. One NCO had had no
contact with the teams.

It is apparent that the platoon sergeants considered the DSU/GSU Field Team
assistance valuable because of the help in managing the system which they provided. This
attitude is a further indication that additional training in the management of the
mechanized stock accounting system was needed for the platoon sergeants.
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Chapter 5

STOCK ACCOUNTING NCOs

JOB DESCRIPTION

The respondents that make up this group have duty positions at two levels of
noncommissioned (or specialist) supervision of the stock control activity of the supply
platoon (or the DSU) of the main support company of a maintenance battalion. The
duty positions concerned are usually desigrated as the Stock Control Supervisor and the
Senior Stock Accounting Specialist. The Stock Control Supervisor, in addition to super-
vising and coordinating the stock control activities, also maintains liaison with the storage
activity, the customers, and the higher sources of supply such as the depots.

The Senior Stock Accounting Specialist is at the next lower supervisory level. He has
supervisory responsibilities similar to those of the Stock Control Supervisor, but he is less
concerned with liaison and more involved with and has closer supervision of the stock
control operations in general and of the mechanized stock accounting system operations
in particular.

Both of these duty positions obviously require the incumbents to be knowledgeable
about the NCR 500 system and its procedures.

GROUP COMPOSITION

Fourteen stock accounting NCOs were interviewed. Eight of them were specialists,
five were NCOs, and one was an E-5 who was an acting sergeant.

Not all of the respondents had Stock Control Supervisor or Senior Stock Accounting
Specialist titles but their duty positions could be placed in either of these categories.
Eight of the supervisors could be classified as Senior Stock Accounting Specialists, and
six as Stock Control Supervisors.

Ten of these supervisors were in their first tour of enlistment in the Army, while
four had prior Army service. There is a tendency for the Stock Control Supervisor to
have prior Army service (4/6) but for the Senior Stock Accounting Specialist to be in his
first tour of Army service (8/8).

Table 6 lists the stock accounting NCOs by DSU, rank, duty MOS, primary and
secondary MOS (where available), and relationship between duty MOS and primary or
secondary MOS.

Assignment of Personnel. Eleven of the 14 respondents had primary MOSs that were
identical to their duty position MOS. Of these 11 supervisors, nine had the NCR 500
qualification designation (G3) added to their primary MOS (76P20G3).

One supervisor had a secondary MOS that was identical to his duty MOS, while
another had a primary MOS that was related to his duty MOS. One respondent’s primary
MOS was not related to his duty MOS.

It appears, at least with respect to this group <f supervisors, that qualified
personnel tend to be assigned to stock control supervisory duty positions.

Job Turnover. In considering the geographical area data, it should be remembered
that the number of respondents was very small and the extent to which these data
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approximate the real values for these areas is unknown. The number of months on the
job in Vietnam ranged from 3 to 22, with an average of 12.2; Thailand 4 to 6, with an
average of 3.3; and Korea 3 to 12 with an average of 5.

The overall average number of months on the job was 8.3. This figure is
probably high as the time-on-the-job data for Vietnam, where most of these respondents
were located, appears to be biased by the presence of five supervisors having 11.5 or
more months in their duty positions. Three of these five respondents had extended their
service in Vietnam, while the other two were at the end of their tour there.

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING
FORMAL, INFORMAL, AND COMBINED TRAINING

Nine of the 14 supervisors reported having had formal training that included: U.S.
Army Quartermaster School NCR 500 training, [enlisted' ] (7); DSU/GSU Field Team
Vietnam, Operators Course (2); and conversion briefings (1). Five respondents said they
had not had any formal training.

Only one respondent report-d more than one type of formal training: the NCR 500
system training course at the QMS, and the operator’s course given by the DSU/GSU
Field Team. He was serving in a Senior Stock Accounting Specialist duty position.

There seems to be some relationship between the level of supervision and whether
the respondent had formal training in the QMS enlisted course, or the operator’s course
given by the DSU/GSU Field Team. Six of the nine respondents who had attended these
formal courses were in Senior Stock Act nting Specialist jobs. Two of eight Senior
Stock Accounting Specialists reported no formal training.

The personnel with the greatest amount of formal training in the NCR 500 were
thus in duty positions having the closest supervision of the NCR 500 system. Other
factors were probably involved as well. The system is relatively new and well-trained
supervisors tend to be in their first enlistment, not having been in the Army long enough
to reach senior supervisory iobs. Furthermore, as will be seen, monst of those with formal
training leave the Army at the end of their first tour.

Twelve of the 14 respondents reported having had informal training that included:
mechanized stock accounting system manuals, SOPs, briefing materials, and so forth (12);
demonstrations and instructions from personnel operating the NCR 500 system (6); and
miscellaneous briefings and orientation (2). Two respondents said they had not had any
informal trairing. .

Of the seven supervisors who had completed the mechanized stock accounting
training course at the U.S. Army Quartermaster School, four reported they had studied
mechanized stock accouvnting system manuals. One reported that he had learned by
demonstrations and instructions from personnel cperating the equipment and that he had
also studied the manmnals. The other two who were QMS trained did not mention
informal training.

The six supervisors who reported learning from personnel operating the mechanized
system also reported the usc of mechanized stock accounting system manuals. Two of
these NCOs had complcted the iwo-day supervisor’s course given by the DSU/GSU Field

! Nearly all the enlisted per onnel who attend the NCR 500 system training at the US. Army
Quartermaster School ace selected from those whe have completed the Stock Comntrol and Accounting
Specialist Conrse. There are provisions for NCOs to attend this course also, but none of this group of
respondents were NCOs when they did attend. Five spaces in each class are reserved for NCOs.
According to information obtained from the QMS, NCOs seldom take this training.
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Team, Vietnam. Four of these six supervisors had reported no formal mechanized stock
accounting system training.

It is highly probable that all of the supervisors learned more about their jobs from
manuals and from other personnel on the job, whether or not they reported this to be
the case.

Two supervisors reported that they had had formal training only, five reported
informal training only, and seven reported having had both formal and informal training.

B

MECHANIZED SYSTEM TRAINING NEEDS

Two of the 14 supervisors expressed the need of further training including funda-
mentals of the system, its operations, limitations, and capabilities; operation and function
of the equipment and the computer programs; and management of the system.

The two respondents wanting further training were stock control supervisors. Both
expressed a need for additional training on the mechanized stock accounting system;
neither had had formal training. One—an NCO in a unit that had just completed the
conversion process and so was rather new to the mechanized system—identified three
areas in which he felt the need for training. The other supervisor apparently did not feel
that he had learnéd enough in eight meonths on the job; he preferred to take formal
training rather than OJT.

Twelve of the respondents felt they could perform on their jobs adequately and that
additional mechanized training was unnecessary.

Comments on the furmal mechanized training received by enlisted personnel at the
U.S. Army Quartermaster School are based, for the most part, on the supervisor’s
opinions of the competency that the school-trained personnel exhibit after being assigned
to their first jobs. In the case of supervisors who were trained at the QMS, the opinions
are also based on their own training.

Comments on training were made by all 14 respondents and included: students learn
the fundamentals of the system, but job experience needgd (11); more training coverage
needed of: supply and supply procedures (10), NCR 500 system procedures (8), equip-
ment operation and function (7), computér programs, meaning and use of (5); special
problems and conditions encountered in the field (9); and valuable handouts received in
training (4).

The data indicate that most of the supervisors feel that the students learned some of
the required basic knowledge, but not enough. All 14 supervisors felt the course needed
additional coverage of several aspects of the mechanized stock accounting system, particu-
larly supply and supply procedures.

Mechanized Stock Accounting Experience. Ten respondents were former NCR 500
computer operators. All were in their first tour; all of the seven respondents who had
completed the formal mechanized system training at the Quartermaster School had been
NCR 500 computer operators; two had previously served as operators in another NCR
500 system, changing DSUs when they became supervisors; eight were supervisors in the
same mechanized stock accounting system in which they had served as operators; two
were Stock Control supervisors, eight were in Senior Stock Accounting Specialist duty
positions.

Of the two rerpondents who had had previous service as supervisors in other
mechanized systems, one had previously been an NCR 500 computer operator in a
different DSU than his present one, and was in his first tour; the other had OJT as an
NCOIC of another JSU and had received no other training. He had been in the Army for

seven years.




Of the three respondents who did not have prior experience with the mecha-
nized system, all were serving in stock control supervisor duty positions; two were Army
career men; and one had been in the Army for 19 years, but was going to leave at the
end of his enlistment.

Eleven of the 14 supervisors had had both training and experience in their Jobs,
while three had received training only.

These data primarily indicate that there is a need for mechanized system training to
be given to a greater number of stock accounting. NCOs. The essential problem is the
number of supervisors. who have been trained on the mechanized system rather than the
adequacy of the training that has been given.

The mechanized system training needs appear to be somewhat more acute at the
level of the Stock Control Supervisor (the higher supervisory level) than at the level of
the Senior Stock Accounting Specialist duty position. A smaller proportion of the Stock
Control Supervisors seem to be formally trained than the Senior Stock Accounting
Specialists. The latter, being at a lower supervisory level, ‘tend to be promoted to tms
duty position from the computer operator job during the same tour in a DSU or a
command. It is less likely that promotion to Stock Control Supervisor can be achieved in
one tour with a DSU.

Stock accounting supervisors who had completed the mochanized system training
given by the U.S. Army Quartermaster School indicated that they learned the funda-
mentals of the NCR 500 system, but that the training should give more coverage of
repair parts supply, special problems and conditions encountered in the field, and
mechanized stock accounting system procedures, equipment, and computer programs.

REPAIR PARTS SUPPLY TRAINING

Twelve of the 14 supervisors reported having had formal repair parts supply training
including: U.S. Army Quarterma.‘:r School, Stock Control and Accouating Specialist
Course (9), Supply Management Course (1), Special Purpose Equipment Repair Parts
Specialist Course (1); U.S. Army Transportation School Aircraft Supply Course (1):
general supply course (3); field training (2); and NCO Logistics Program (1). Two
respondents reported that they did not receive formal training in repair parts supply or
on the NCR 500. _

Included among the nine supervisors who had attended the Stock Control and
Accounting Specialist (MOS 76P20) course at the QMS were the seven respondents who
had also completed the QMS NCR 500 training.

All 14 of.the respondents reported having had supply experience prior to the duty
positions held at the time of interview. Experience included: unit supply (1); technical
supply (2); property book (1); repair parts (1); depot (3); and DSU manual system (1),
NCR 500—other than present system—(2), DSU to which attached when interviewed (10);
and mechanized supply—other than NCR 500 (2).

Most of the variation of repair parts supply experience is due to three senior NCOs
(Stock Control Supervisors) who reported six, three and two kinds of experience respec-
tively. Two supervisors had prior experience in DSUs having NCR 500 systems. One said
that he had had experience in all of the three DSUs having NCR 500 systems in his
battalion.

Seven of the supervisors reported they had had only training in supply, five reported
having had both training and experience, while two reported not having training or
experience.

The Stock Control Supervisors had completed more formal training courses in
supply, and the courses were more diverse than the training received by the Senior Stock
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Accounting Specialist. The repair parts supply training of the Senior Stock Accounting
Specialist tended to be coniined to Ui~ Stock Control and Accounting course given by
the U.S. Army Quartermaster School.

The repair parts supply experience cof the Stock Control Supervisors was broader
than that of the Senior Stock Accounting Specialists. This is to be expected, as the Stock
Control Supervisors were more senior and had more Army experience.

The data indicate that repair parts supply training does not present a serious
problem for the Stock Accounting Supervisors. Of the two types of supervisors, the
Stock Control Supervisors may be somewhat better equipped primarily because of their
greater experience in supply duty positions.

MECHANIZED STOCK ACCOUNTING SYSTEM PROBLEMS

The cateogries of problems are the same as those listed previously for other groups
of respondents—problems that can be considered as being related, at least in part, to the
lack of mechanized stock accounting system training. The problem categories are: man-
agement, warehousing, training and experience of subordinate personnel, and customers.

Management. Thirteen of the 14 respondents cited management problems that
included: coordination of the mechanized stock accounting system (7); coordination
between the stock accounting activity and the warehouse (7); coping with special data
requirements and reports (10); and heavy workload (6). Only one supervisor said that he
had not had any management problems.

Coordination problems mentioned were: keeping system operations synchro-
nized and moving, scheduling operations, organizing personnel, and keeping the work
flowing smoothly between the storage and the stock accounting activities.

Special data requirements or reports that took i:me away from regular opera-
tions were generally the same as those mentioned by other categories of respondents.
This is to be expected since many of the respondents in the different groups were
attached to the same DSU. The special data requirements presented problems primarily
because they required a considerable amount of manual work.

The essential problem indicated by these data is management of the mecha-
nized stock accounting system workflow, both within the stock accounting operation and
between stock accounting and the warehouse operations frequently under heavy workload
conditions.

The interview data indicate the need for additional mechanized stock account-
ing system training at three levels: (a) the maintenance battalion (or management levels
above the maintenance battalion); (b) the stock accounting NCOs, although more mecha-
nized system management training needs appear to obtain in the case of the Stock
Control Supervisors than for Senior Stock Accounting Specialists; and (c) personnel
subordinate to these respondents.

Training needs for higher management levels with respect to the capabilities,
limitations and the intent of the mechanized stock accounting system are indicated by
the fact that almost three-fourths of the stock accounting NCOs said that special requests
for data were a problem.

Training needs for the stock accounting NCOs, their subordinates, and the
warehouse personnel were indicated as half of these respondents reported problems in
coordinating the stock accounting operation, and half reported difficulties managing the
flow of work between the warehouse and the stock accounting operation.

Warehousing. Ten of the 14 respondents reported having warehousing problems that
included: location of stock (9); stock balance (5); receiving (1); and issuing (1). Four
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respondents reported that they did not have warchousing problems. Two of the respond-
ents who did not mention warehousing problems were from a DSU where warehousing
operation was completely handled by a civilian contract firm.

The stock location difficultics were the same as mentioned previously by other
groups of respondents: stock mislocated, location not recorded, mulupi¢ locaiion, and so
forth. The stock balance problems were also the same as those noted earlier, that is
basically a disagreement between the ledgers and the actual amount of stock in the
warehouse.

DSU Personnel. Twelve of the 14 respondents commented on their problems with
DSU personnel. These included: lack of training of mechanized stock accounting system
managers (8); lack of supply trained personnel (7); lack of storage trained personnel (5);
personnel turnover (3): motivation or initiative of personnel (4). The two supervisors who
made no comment were attached to the DSU where the storage activity was handled by a
civilian contract firm.

Customers. All 14 respondents reported having at least one problem with customers.
These included: incorrect requisitions (2); prepunched requisitions not used (3); pre-
punched requisitions received in damaged state (3); PLLs not furnished or updated (8);
status not understood (6); lost documents (2); abuse of priorities (1); lack of agreement
between customer records and DSU records (3); PLL clerks not trained (2); other
problems (3); failure to follow-up (2); and poor communication with customer (1).

Essentially the problems come down to the failure—or possible lack of
willingness—of customers to follow supply system procedures to the degree consistent with
efficient repair parts supply. This situation indicates the need for customer training in
PLL procedures.

Staffing. The stock accounting supervisors were asked only about the staffing
situation for the NCR 500 system. Staffing conditions in the warehouse were not
obtained from this group of respondents.

Nine respondents felt that the staffing of the mechanized system was adequate;
two said it was adequate with respect to specific conditions; one felt it was understaffed
with respect to specific conditions; and two felt the system was understaffed.

Of the two respondents who said that the NCR 500 system was adequately
staffed with respect to certain condiiions, one was attached to a GSU that was ade-
quately staffed for his present workload, but with the planned addition of another large
unit to support his system would be understaffed. The other respondent said that his
system was adequately staffed with the addition of local national personnel.

One supervisor said his NCR 500 system was understaffed conditionally, that
his system needed a different configuration of supervisory personnel.

Another supervisor noted the effect of the lack of promotion opportunities
because of the absence of the required authorized duty positions.

ATTITUDES TOWARD THE MECHANIZED SYSTEM

Eight of the 14 supervisors thought that the NCR 500 was an efficient system, while
six respondents thought it had both efficient and inefficient features.

This group of respondents appeared to feel somewhat more positively about the
mechanized system than did the platoon sergeants. Noiv one of the supervisors said the
system was inefficient. These personnel have generally been closer and more involved
with the NCR ~00 than the NCOIC personnel; 10 of the 14 stock accounting NCOs were
former computer operators. On the other hand, three of the four respondents who had

not been computer operators said that the system was efficient.
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COMPARISON OF THE MECHANIZED AND MANUAL SYSTEMS

Twelve supervisors thought the mechanized system was more efficient. Two super-
visors could not make a comparison as they had not had manual experience. Only one of
the supervisors said that the manual systern had an advantage over the mechanized in that
the manual did not have equipment breakdowns.

One of the respondents, a senior NCO with 17 years of Army service, and who had
much praise for the mechanized stock accounting system, reported resistance to it on the
part of other managers.

ATTITUDES TOWARD MECHANIZED SYSTEM PUBLICATIONS

' Ten respondents felt that the mechanized system publications were easy to u.o,
while one said they were not easy to use. Three supervisors did not comment on ease of
use. Two supervisors complained that the halts were not indexed.

The one negative comment about the use of the NCR 500 system publications ‘vas
that it was difficult to find information in publications ST 38-10-711-1,' 711-2,2 and
7i1-3.3

Two of the three supervisors who did not comment on the ease of use of these
publications reported using the procedures manual (711-1) and the operator’s manual
(711-2). DOnly one respondent of this group of 14 reported using the CSC inspection
checklist.

CAREER INTENTIONS

Eight of the stock accounting supervisors, including five who were trained on the
mechanized system at the QMS and one with four years of service, said they were going
to leave the Army at the end of their period of obligated duty. One respondent, @MS
trained on the mechanized system, had not decided whether he was going to stay in the
Army.

Two supervisors, neither QMS trained on the mechanized system, said they were
career soldiers. One had 16 years of Army service, the other had 17 years. Two
supervisors, one QMS trained, and one specialist did not say what their career plans were.

CONTACT WITH COMPUTER SYSTEMS COMMAND
DSU/GSU FIELD TEAMS

Thirteen of the 14 supervisors reported that they had had contact with the
DSU/GSU Field Teams prior to the author’s visit. One respondent said he knew about
the Field Team but had no contact with the team as he was a night supervisor of the
NCR 500 computer system in his DSU.

All 14 respondents indicated that their DSUs had received some assistance from the
DSU/GSU Field Teams. Types of assistance received were: inspection and/or evaluation
(9); maintenance (8); procedures (9); and conversion (manual system to NCR 500) (4).

'Stock Control and Supply Accounting Procedures, op. cit.
2 Operator’s Manual, op. cit.
3Procedures for Couversion of Manual Records, op. cit.
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Eleven of the supervisors said that the DSU/GSU Field Teams had provided valuable
assistance to their NCR 500 systems. Ten respondents felt that the teams were needed
and should remain on duty.

One supervisor said that the team did not spend enough time at his DSU. He did
not say that the team had provided valuable service but thought it should remain
available to him. Another supervisor said he would like to have more assistance with
some minor problems but was satisfied with the assistance he had received.

It is evident that the stock accounting supervisors considered this assistance valuable
because of the help it provided them in managing the system. This attitude indicates that
some additional training in the management of the mechanized system might be of use to
the stock accounting NCOs.
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Chapter 6

MECHANIZED STOCK ACCOUNTING
SYSTEM EQUIPMENT OPERATORS

JOB DESCRIPTION

Personnel assigned to the operation of the NCR 500 computer system equipment are
responsible for processing various supply transactions involved in the direct support
operations. The operators usually operate all of the different items of equipment from
time to time and may be assigned to other stock accounting or storage jobs for various
periods.

GROUP COMPOSITICN

Ten operators were interviewed, eight of whom were E-4 specialists and two E-3. All
were in their first tour of duty.

Table 7 lists the operators by DSU, rank, duty MOS, primary and secondary MOS
(when available), and relationship between duty MOS and primary or secondary MOS.

Assignment of Personnel. The duty MOS for the computer operator is 76P20G3,
hence the duty MOS for this group of respondents is the same in each case. The primary
MOS of eight of the operators was 76P20G3. One operator had a primary MOS that was
related to the duty MOS. The primary MOS of the tenth respondent was not related to
the duty MOS.

Job Turnover. The number of months on the job for the operators’ ranged from
one-half month to 13 months, with an average of 4.3.

Job turnover in the case of operators has a somewhat different meaning than in
the case of managers, noncommissioned or commissioned. The managers, particularly the
commissioned officers, tend to move from an NCR 500-system-related job to a job that
has little or no connection to this stock accounting system. Noncommissioned officer
managers change their jobs much less frequently, and the jobs they change to are more
similar to their mechanized stock accounting system-related job.

Change of jobs in the case of the computer operator is more apt to mean either
moving up to a supervisory position in the same or another mechanized stock accounting
system, or moving from one DSU to another as an operator.

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING

LASE 7 ok Sl & £ 0 4L Thd

FORMAL, INFORMAL, AND COMBINED TRANING

Eight of the 10 respondents reported having had formal mechanized system training
at the U.S. Army Quartermaster School NCR 500 enlisted personnel course while two

'Only two operators were interviewed in Thailand and Korea, and one in Okinawa, so listing by
geographical area does not add any information that can be considered reliable.
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opei'ators were not given formal training on the NCR 500 system. One of the two had
been an Armor Intelligence Specialist and had been the manager of a grocery store in
civilian life. The other had been console operator in a computer system quite different
from the NCR 500 processing missile data in CONUS. He was assigned to the mechanized
stock accounting system after reporting to his company.

All 10 respondents revorted additionai training or learning on the job. The eight
Quartermaster School-ira: - erators reported that they learned or underwent OJT by
working with moze exptiicaced personnel and by being cross-trained on the different
pieces of WCR 500 system equipment and in different jobs in the stock accounting
operation.

The two operators who had no formal training said that they learned essentially by
being shown what to do by other personnel attached to the mechanized system.

Eight of the 10 operators reported that they had received both formal and informal
training, while two said they had had informal training only.

Training Needs. Three of the 10 respondents said they would like more training in
fundamentals of the system: its operations, limitations, and capabilities. One of the three
said he would like more training in the operation and function of the equipment, while
another said status. Seven operators did not express any training needs.

Of the three operators who expressed the need for training on the funda-
mentals of the NCR 500 system, two had not had formral training. One had been on the
job three weeks, another four months. The third had completed the QMS NCR 500
training, but had not been working in the NCR 500 system to any great extent. He had
been assigned to a 30-day guard detail (his DSU was in a combat zone).

Opinions Concerning Training. These opinions are based on the experience that eight
of the 14 respondents had had on the job following their training at the Quartermaster
School. Two operators who were not trained at the Quartermaster School did not
comment. It should be noted that seven of the eight operators who commented on the
training given by the QMS also indicated that they themselves did not have the need for
additional training in the formal sense at the time they were interviewed.

The following opinions were expressed by the respondents concerning training
given by the Quartermaster School: students learn the fundamentals of the system, but
job experience needed (4); valuable handouts received in training (5); more coverage
needed of: NCR 500 system procedures (5), equipment operations and functions (3),
computer programs, meaning and use of (3), and special problems and conditions
encountered in ‘he field (2).

A total of 25 comments about mechanized system training were made by eight
respondents. Seven of these operators had been on their jobs for two months or longer.
One had been assigned only two weeks when interviewed. The operator who made only
one comment about his training had been on his job for 13 months.

Mechanized System Experience. All 10 operators were serving in their first duty
positions in the NCR 500 system. None had prior mechanized stock accounting system
experience.

COMMENT ON TRAINING

There is little in these data to indicate that training is a problem of any status with
respect to the mechanized stock accounting system equipment operators. Eight of the 10
operators had been trained on the mechanized stock accounting system at the U.S. Army
Quartermaster School. Two were learning on the job, much like apprentices. Only three
of these respondents indicated training needs.
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When newly trained operators arrive in the field, they are not, of course. finished
products. Job experience is necessary before they become proficient. Lack of job
experience, both with the mechanized system and with repair parts supply, appears to be
the major problem as far as the job proficiency of the operators is concerned. The effect
of this is accentuated where a large numoer of experienced personnel rotate in a short
time span. Large-scale rctation was mentioned as a problem by supervisors.

REPAIR PARTS SUPPLY TRAINING AND EXPERIENCE

Eight of the 10 respondents had completed the stock control and accounting
specialist course at the U.S. Army Quartermaster School. These were the same eight who
had also completed the NCR 500 system training at the QMS. Two operators did not
receive repair parts supply training, and none reported informal training. All 10 operators
were serving in their first duty position involving repair parts supply. None had prior
repair parts supply experience.

MECHANIZED STOCK ACCOUNTING SYSTEM PROBLEMS

Froblems in two major interfacing activities were mentioned by the operators—the
warehouse and the customers. Problems in these activities were also mentioned by various
categories of management personnel.

Warehousing. Seven of the 10 respondents reported warehousing problems that
included: location of stock (6); stock balance (2); and receiving (1). Three operators did
not mention having warehouse problems.

The problems of the seven operators indicated that a lack of organization was a
basic problem in the warehouse. There was some indication that the operators felt this
situation was due in part to understaifing.

Customers. Nine of the 10 operators mentioned having problems with customers.
These included: incorrect requisitions (2); prepunched requisitions not used (8); pre-
punched requisitions received in damaged state (2); PLL clerks not trained (3); status not
understood (2); procedures not followed (1); PLL not finished or updated (1); lost
documents (2). Only one operator did not mention having problems with customers.

These problems can be reduced in large measure to the failure of customers to
follow supply system procedures—further indication of the need for customer training in
PLL procedures, and/or willingness to follow these procedures.

Staffing. Little comment was made about the staffing of the mechanized system.
One operator said his system was understaffed. Another said his system had enough
personnel, but needed more QMS-trained operators.

ATTITUDES TOWARD THE MECHANIZED STOCK ACCOUNTING SYSTEM

Five of the 10 operators felt the NCR 500 was an efficient system, one thoughi it
inefficient, and four respondents said the NCR 500 had both efficient and inefficient
features.

The computer operators appeared to feel somewhat positive about the NCR 500
system. This is not surprising since most of the respondents had been intimately involved
with the system for most of their Army careers.
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The only orerator (QMS-trained) who said that the system was inefficient was
attached to one of the systems that appeared to have an excessive amount of downtime.
He felt that the system was inoperative too much to be efficient.

Comparison of Mechanized and Manual Systems. Seven opc.ators thought the
mechanized system was more efficient. Four operators could not make a comparison as
they did not have manual experience.

Actually, none of the respondents had experience in a manual system and so
could not make a comparison. But eight of the 10 had been trained in the manual system
in the Stock Control and Accounting Specialist course at the QMS, so these operators did
have some basis for comparison. Interestingly, the three operators who said they couldn’t
compare the two stock accounting systems were all QMS-trained. The two operators
whose only mechanized stock accounting system training was OJT said that the mecha-
nized system was the more efficient of the two.

The operator whn said that the mechanized system was generally inefficient
felt, however, that the mechanized system was more efficient than the manual.

Two operators commented on the advantages of the manual system. One said
that the manual system had no equipment to break down. This respondent was attached
to a system that appeared to have excessive downtime. The other operator felt that more
errors were perpetrated in the mechanized than in the manual system.

Comments About Job. The exploratory study had indicated that some mechanized
system personnel felt uncomfortable in the vans becuase of the requirement to work in
confined quarters. The operators were asked how they felt about their jobs in order to
test whether there was some substance to the possible feeling about confinement, and to
obtain an indication of other attitudes that might exist.

All 10 operators commented on their jobs. Their remarks included: interesting
job (3); will help in civilian occupation (2); high caliber personnel in NCR 500 system
(2); clean and comfortable working conditions (4); easy job (1); nerve-racking—so many
things to do (3); boring—too routine (3); too many hours of work—not enough {ree time
(2); personnel work too closely together (2); and too confining (2).

There does not appear to be a single salient attitude, with the possible
exception that the respondents like the clean and comfortable working conditions that
the system offers.

Comments on Mechanized System Publications. All 10 respondents commented on
the mechanized system publications. Five said they were easy to use, while three said
they were not easy to use. Other comments were: publications have both easy- and
difficult-to-use-features (1); and halts not indexed (4).

All 10 operators reported that they used the operator’s instruction manual (ST
38-10-711-2), while eight used the procedures manual (ST 38-10-711-1). None ui the
respondents reported using the manual dealing with conversion procedures although one
of the operators had participated in the conversion of his DSU. None of the DSUs
represented in the operator interviews had recently converted to the mechanized system,
however.

Career Intentions. Nine of the 10 operators said that they were not going to remain
in the Army after their obligated service expired. The other operator said he had not
decided but might remain in the Army if he could become a computer programmer.

CONTACT WITH COMPUTER SYSTEMS COMMAND
DSU/GSU FIFLD TEAMS

Six of the 10 operators said that they had had contact with the DSU/GSU Field
Teams. Of the four respondents who did not report contact with the teams, three had
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been assigned to their systems for a very short time. The fourth was attached to a DSU
that had received »ssistance from the team, but he said he personally had nct had contact
with the team.

Five of the six operators (one did not comment) who had had contact with the
team felt that it was providing a valuable service and should remain on duty. This
attitude is further evidence that additional training for the various manager levels of the
mechanized system is in order.

Types of assistance received from the Field Teams included: inspection and/or
evaluation (4); procedures (4); conversion (manual system to the NCR 500) (1). One
operator reported no assistance receiveg.

Three of the operators said that the team had provided two types of assistance.
Three operators reported one type of assistance.
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Chapter 7

STORAGE ACTIVITY SUPERVISORS

GROUP COMPOSITION

Storage activity supervisors handle mechanized stoc¢k accounting system output in
the form of prepunched card documents (e.g. material release orders [MROs], and
inventory count cards), or provide input to this system (e.g. warehouse denial cards,
inventory adjustment cards, and receipts of stock).

Seven storage activity supervisors were interviewed, all in different DSUs. One was a
first lieutenant assigned to a GSU; one sergeant first class, grade E-7; four staff sergeants,
E-6; and one Sp/5, E-5. All of the enlisted personnel were career soldiers, having had
Army service prior to the enlistments in which they were serving. The lieutenant was in
his first tour of duty and was not going to remain in the Army after his obligated period
of service.

Table 8 lists the storage activity supervisors by DSU, rank, duty MOS, primary and
secondary MOS (where available), and relationship between duty MOS and primary or
seccndary MOS.

Assignment of Personnel. All of this group reported primary MOSs that were in the
supply field. Five of the enlisted supervisors reported their primary MOS to be 76P
(Stock Control and Accounting Specialist) rather than one of the other supply MOSs that
included storage know-how in its required skills. One of the five also said that his duty
MOS was 76P20 which is not authorized as a duty MOS for this duty position, although
the assignment of an individual with a primary MOS of 76P is possible.

Three of the seven respondents said their primary MOS was identical to their
duty MOS; one said his secondary MOS was identical to his duty MOS; and three said
their primary MGS was related to their duty MOS.

It is evident that these respondents were serving in duty positions for which
they had some MOS qualifications. With the exception of the lieutenant, all of the
respondents had had experience in supply duty positions during their Army careers.

Job Turnover. The number of months on the job for the storage activity supervisors
ranged from one to nine, with an average of five months.!

Job turnover for the storage activity supervisors appears to be about the same
as that of other managers: 5.6 for the battalion management personnel, 5.0 for the
technical supply officers, and 5.3 for the platoon sergeants.

MECHANIZED STOCK ACCOUNTING SYSTEM
TRAINING AND EXPERIENCE

Formal and Informal Training. Four of the seven respondents reported having had
formal training that included U.S. Army Quartermaster School—Supply and Service

'No breakdown by geographical area is made because of the small number of respondents. All
geographical areas, i.e. Vietnam, Thailand, Okinawa, and Korea, are represented in this group.
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Officer Course (1): and conversion briefings (4). Three respondents did not report any
formal training. The Supply and Service Officer Course was attended by the lieutenant,
who had also received conversion briefings.

Two respondents reported having had informai training as follows: miscellane-
ous briefings and orientations (2), and demonstrations by personnel operating ithe NCR
500 (1). Five supervisors did not report any informal training.

The two supervisors who reported informal training had received no formal
training on the mechanized stock accounting system.

Mechanized Stock Accounting System Experience. Only one of the storage activity
supervisors reported prior experience with the Mechanized Stock Accounting system. This
respondent had received conversion briefings and had served briefly as a key punch
operator in another DSU.

Five of the seven respondents had received training only; one had both training
and experience; and one had neither training nor experience.

Mechanized stock accounting system training needs were expressed by four of
the seven supervisors, and included: fundamentals of the system, its operations, limita-
tions, and capabilities (3); operation and function of the equipment (1); how to read
vunches in cards (1); and codes (status, document processing, transaction) (1). Three
supervisors did not express training needs.

The three who wanted to iearn more about the fundamentals of the mecha-
nized system, expressed no other training needs. They were the respondents who had not
received formal training in the NCR 500. One NCO, who had received conversion
briefings, indicated three training needs: operation and function of the equipment,
reading punches in cards, and codes.

Two supervisors said that the Army was reluctant to send personnel to school
if they had been in the service for some time.

Comment. These data indicate that formal training on the mechanized stock
accounting system does not reach an adequate number of warehouse supervisors.
Although formal training on the NCR 500 reached four of the seven respondents, three
of them had nothing more than conversion briefings. Two other supervisors received
training informally and one reported no training of any sort.

The conversion briefings were given only one time since a stock accounting
function is converted to the mechanized system but once. Had it not been for the
conversion briefings, only one of the DSU warehouse supervisors would have received
formal training on the NCR 500 system. The only supervisor who was formally trained
other than by conversion briefings was a first lieutenant who was assigned to a GSU.

The formal training given those who did receive this instruction amounted to
only a few hours. These interview data indicate that the supervisors consider this training
to have been largely sufficient, since only one who had received formal training indicated
a need for additional training.

REPAIR PARTS SUPPLY TRAINING AND EXPERIENCE

Training. All seven respondents reported having had formal repair parts supply
training that included: General Supply School (1); Electronics Communication Supply
Specialist Course (1); U.S. Army Quartermaster School, enlisted course (2); NCO Logis-
tics Program (2); field training classes or courses, (4); and U.S. Army Quartermaster
School Officer Courses (1).

Experience. Six of the seven supervisors reported having repair p.:.s supply experi-
ence that inciuded: unit supply (3); repair parts (3); warehouse (4); depot (4); DSU (3);
and mechanized supply (Other than the NCR 500) (1).
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With the exception of the lieutenant, all of the storage activity supervisors
reported several years of experienc with repair parts supply, some of it in warehousing,
prior to the duty position held at the time of interview.

Comment. These respondents appeared to have the required qualifications for their
jobs. All seven supervisors had completed training in repair parts supply and six had prior
experience in repair parts supply jobs.

Traming in repair parts supply as such does not appear to be a problem with
these supervisors. The need for additional warehousing know-how, while not evident in
these data, is rather clearly indicated in other interview data, both from these supervisors
as well as by other groups of respondents.

MECHANIZED STOCK ACCOUNTING SYSTEM PROBLEMS

Management. Four of the seven supervisors reported management problems in
coordination of document flow with stuck accounting.

Three of the four had received formal training. Three supervisors did not report
any management problems.

These interview data indicate the need for additional training for the warehouse
supervisors, particularly on the fundamentals of the mechanized stock accounting system
and on the workflow and document flow between the storage and stock accounting
activities. The data indicate, too, that lack of training and low motivation in the case of
the nonsupervisory warehouse personnel also contribute to management problems.

Warehousing. Problems in warehcuasing were reported by five of the seven super-
visors, and included: receiving (3); location of stock (2); stock balance (5); and issuing
(1). Two supervisors did not report warehouse operating prohlems.

The most frequently mentioned problem, stock balance, referred to lack of
agreement between the amount of stock shown on the stock accounting ledgers and that
actually on hand in the storage activity. This problem was mentioned by five of the seven
respondents who also noted the other warenousing problems. For some reason, location
of stock, which was the most frequently mentioned warehousing difficulty by the other
groups of managers, was mentioned by oniy two of the supervisors. It is not surprising
that this would be an infrequently cited problem by these personnel since it could be
considered an admission of operational shortcomings by them.

The two respcadents who did not mention that they had war:housing problems
indicated that coordination of document flow with the stock accounting activity was a
problem.

The problem of lack of agreement betweer the amount of stock shown on the
stock accounting ledgers and that actually on hand indicated that much of this can be
attributed to a lack of organization in the storage activity.

DSU Personnel. Five of the sevrn -.pervisors reported problems wit;* DSU personnel
that included lack of training on : 1 echanized stoci: accounting system (5), and lack of
storage tra.ned personnel (3). Two su»eivis..rs did not mention any personnel problems.

One supervisor who did not indicate problems with untrained personnel, indi-
cated that the caliber of personnel assigned to the warehouse wns a problem.

Only one supervisor indicated that there were problems with customers. He said
that the supported units were very slow in picking up the repair parts they had
requisitioned. The fact that the units supported by this respondent’s DSU were lccated
up to 300 miles distant from their direct support may have had some effect on the
pickup time.

68 ”



Staffing. Concerning staffing of the storage activity, two supervisors thought it was
adequate, two reported adequate with respect to specified conditions, and three said it
was understaffed.

Two supervisors specified that the staffing was adequate when local national
personnel were considered.

ATTITUDES TOWARD THE MECHANIZED
STOCK ACCOUNTING SYSTEM

Efficiency. Four of the seven respondents felt that the mechanized stock accounting
system was efficient, and gave speed and accuracy as the primary characteristics for its
efficiency. One supervisor thought that the NCR 500 system was inefficient because he
felt that it was responsible for an increase in double shipments received by his DSU and
was of no help to him.

Two respondents said that the NCR 500 had both efficient and inefficient
features. Both said the system was fast and accurate, but indicated that he thought the
manual system was more flexible. The other confused poor program sequencing with
system inefficiency.

Comparison of the Mechanized and Manual Stock Accounting Systems. Six of the
seven respondents said that the NCR 500 system was more efficient than the manual,
while one supervisor said that the system was generally inefficient.

Four supervisors thought the manual system had advantages including: data
more accessible (2); work backlog easier to handle (2); no equipment to break down (1);
easier system for local nationals to learn (1); more accurate than NCR 500 (1); and less
work required of the storage activity (1).

Some of the manual system ‘‘advantages’ appear to stem more from a lack of
knowledge about the mechanized stock accounting system than any degree of sophistica-
tion with that system which would serve as a basis for comparison of the two.

Three of the advantages were given by one respondent, the lieutenant; two
were mentioned by the supervisor who felt that the NCR 500 system was inefficient; and
two were mentioned by a supervisor who said that the NCR 500 system was faster and
more accurate than the manual system.

Thus, the storage activity supervisors indicated that they considered the mecha-
nized stock accounting system to be generally more efficient than the manual system,
although their attitudes were perhaps not as positive as those expressed by other
managers toward the mechanized system, judging by the number of respondents who said
that the manual stock accounting system had some advantages over the NCR 500 system.

CONTACT WITH COMPUTER SYSTEMS COMMAND
DSU/GSU FIELD TEAMS

Five of the seven supervisors reported having contact with the DSU/GSU Field
Teams, two for inspectior: and/or evaluation, and four for conversion. The two respond-
ents who had not had contact with the teams were the two with the least amount of
time on the job, that is, one and two months.

Three supervisors said that valuable assistance had been received from the teams.
Two who had received conversion help only, said they were dissatisfied with the briefings
because they were not comprehensive enough or were not relevant to their jobs.

These data indicate that some additional training on the mechanized stock account-
ing system should have been given to these warehouse supervisors.
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COMMENT ON STORAGE ACTIVITY

Interviews with personnel in the storage activity did not indicate the severity of one
of the major problems, if not the major problem, having to do with the efficiency of the
mechanized stock accounting system as disclosed in this survey—the state of the main
interfacing activity, the warehouse, for which the stock accounting records are Kkept.
Personnel at all levels in the supply platoon, including the warehouse personnel them-
selves, and the battalion management personnel, indicated that the condition of the
warehouse operation was a problem.

The overall problem indicated was a lack of organization, particularly the misloca-
tion of stock, and the lack of accurate record keeping in the warehouse. It seems evident
that this condition was related to the lack of training (and experience) of the warehouse
personnel, low motivation, shortages of personnel, and inappropriate assignment. (The
assignment problem was not indicated by the interviews with the nonsupervisory person-
nel although the interviewer felt that the most qualified and articulate of the warehouse
personnel were made available for these interviews.)

Another factor in the problem of warehouse organization could have been the heavy
influx of repair parts that accompanied the buildup of U.S. forces in Vietnam, and to
some extent in Thailand. It is possible that the effects of this buildup were still being Telt
somewhat at the DSU level when these interviews were being conducted. This situation
accentuates the need for more storage-trained personnel to be available for such
emergencies.
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Chapter 8

WAREHOUSEMAN

GROUP COMPOSITION

These personnel were assigned to nonsupervisory duty positions in the storage
activity or warehouse of various support units visited. Basically, warehousemen are
involved in receiving, storing, issuing, and shipping repair parts. They are also concerned
with document flow procedures which are related to the mechanized stock accounting
system such as handling material release orders, zero balance cards, inventory count cards,
and receiving documents.

Eight warehousemen were interviewed. Five were E-4’s, SP/4’s and three were E-5,
SP/5’s. Seven were in their first tour of enlistment, and one was in his second tour.

Table 9 lists the warehousemen hy DSU, rank, duty MOS, primary and secondary
MOS (when available), and relationship between duty MOS and primary or secondary
MOS.

Assignment of Personnel. As shown in Table 9, five of the eight warehousemen had
a primary MOS that was identical to their duty MOS. One respondent had a primary
MOS that was related to his duty MOS. Two of the warehousemen did not know what
their duty MOSs were' (although each had served in this duty position for six months);
from knowledge of their primary MOS, it is probable that in one case the duty and
primary MOS were unrelated, and in the other that they were related.

Four of the respondents said that their duty MOS was 76P20, an MOS that is
not usually found in the storage activity. The respondents may have been mistaken,
although they appeared to be sure that they had given correct information. Certain TO
and E changes had been made for some of these units before the period in which the
interviews were held, so the information given by some of the respondents may reflect
the older organization.

Job Turnover. The number of months on the job for the eight warehousemen ranged
from one to 18 with an average of 8.2 months.?

The time-on-the-job data, like that of the stock accounting NCOs, appear to be
somewhat high. This is due to the presence of one warehouseman who had extended his
period of service in Vietnam and another who was serving in Okinawa, where the tour is
longer than it is in Vietnam, Thailand, or Korea.

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING

Only one of the eight respondents reported having had formal training and this
consisted of conversion briefings.

"It is assumed that these two respondents were serving in duty MOSs that were designated as
supply MOSs.

?Because of the small number of warehousemen interviewed, a breakdown by geographical area
did not seem warranted.
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The single warehouseman who had formal training was assigned to a DSU that was
in the final stages of conversion. Another warehouseman interviewed from this same DSU
said he was absent the day that the briefing movie was shown, but he had participated in
the conversion process for several weeks.

Three of the eight warehousemen reported having had informal training consisting of
personnel operating the NCR 500 system, while five respondents did not report having
had any informal training.

All of the warehousemen said they had learned those tasks that involved input to or
output from the mechanized stock accounting system while learning their other job
functions. These tasks were evidently learned rather unsystematically, one by one,
somewhat as an apprentice would learn. Three of the respondents reported that they had
been given additional information zbout the NCR 500 system by personnel operating the
equipment.

Only two of the eight warehousemen said that they felt the need for training on the
mechanized stock accounting system. Both thought they should know more about the
fundamentals of the system and its operation. The remaining six did not indicate a need
for training.

Since warehousemen handle both input and output to the mechanized stock
accounting system and do not operate any of the equipment, training on the NCR system
given warehousemen, while not extensive, does have to be channeled in the pertinent
direction.

The need for training on the mechanized stock accounting system for the warehouse
personnel was indicated by personnel in all of the other groups of DSU respondents.

Experience. One of the warehousemen reported that he had previously held a
clerical duty position in another mechanized stock accounting system, but that he did
not learn to operate any of the equipment. None of the other respondents had any prior
experience with the mechanized system.

Three of the eight respondents had received only training in the mechanized
stock accounting system; one had had both training and experience; and four had not
had either training or experience.

Comment. These data indicate that formal mechanized stock accounting system
training does not reach an adequate number of warehousemen.

Four of the warehousemen had been given some fraining on the NCR 500
system but only one reported formal training, and this was a conversion briefing. Three
others reported receiving mechanized stock accounting system information from person-
nel operating the system. This was in connection with temporary assignment to clerical
jobs in the stock accounting operation and was thus, in all probability, only peripherally
germane to their warehouse jobs.

Only two of the eight warehousemen indicated the need for further mechanized
stock accounting system training. The data do not indicate why so few felt this need,
particularly given the absence of training.

REPAIR PARTS SUPPLY TRAINING

Five of the eight respondents reported receiving formal training in repair parts
supply consisting of U.S. Army Ordnance Center and School, Ordnance Supply Course—
enlisted personnel—(1); U.S. Army Quartermaster School, Missile Repair Parts Specialist
Course (1); and General Supply Course (3). Three warehousemen did not report having
had any training.

All of the respondents said they had been further trained on their jobs. Warehouse
duty positions do not require a complex set of skills. Typically, nonsupervisory
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warehouse personnel tend to learn their jobs from other more experienced warehousemen
or from the storage activity supervisors, who show the newly assigned personnel how to
perform their jobs.

Experience. Two of the eight respondents reported repair parts supply experience
prior to their present assignment. One said that he had been assigned to a clerical job at a
DSU and the other had a company supply duty assignment. None of the warehousemen
had previously been assigned to a storage activity duty position.

While five of the eight warehousemen had received some formal repair parts
supply training, these data indicate that such training has not reached an adequate
number of warehousemen. There is some evidence that the respondents, although they
may have had training in supply, apparently received little or no training in storage
procedures and techniques. Interview data from other respondents leave little doubt that
training in warehouse procedures and techniques is needed by the warehousemen.

MECHANIZED STOCK ACCOUNTING SYSTEM PROBLEMS

Generally, the warehousemen did not seem to think that they had many problems as
far as the performance of their duty position requirements was concerned. A few
difficulties, however, were mentioned by five of the eight warehousemen including:
keeping stock moving (1); mislocation of stock (1); document flow (3); federal stock
number changes (1); and storage activity understaffed (2). Three respondents did not
report any problems.

Document flow, the most frequently mentioned problem, was also cited by other
groups of respondents with considerable frequency.

ATTITUDES TOWARD MECHANIZED STOCK ACCOUNTING SYSTEM

Three of the eight warehousemen said they thought the NCR 500 system was
efficient, while four respondents thought the system had both efficient and inefficient
features. One respondent said he did not know enough about it to comment.

The pattern of attitudes about the efficiency of the mechanized stock accounting
system for this group of respondents is about the same as the response pattern for the
other groups. The prevailing attitudes being either positive or having both positive and
negative components.

Comparison of Mechanized and Manual Stock Accounting Systems. Six of the eight
respondents thought the mechanized system more efficient than the manual, while two
could not make a comparison.

Only two of the warehousemen had prior repair parts supply experience that
gave them some knowledge of the manual system. Both of these respondents were
included among those who said that the NCR 500 system was more efficient than the
manual system. The remaining six warehousemen had not had prior experience with the
manual stock accounting system, although five of them had manual system training in the
formal supply courses that they had completed.

The two respondents who said that they could not compare the NCR 500
system with the manual system had neither prior experience with nor training on the
manual s.. accounting system.

Only one respondent said that the manual system had some advantages over the
mechanized stock accounting system. He said that while the manual system was slower, it
does not produce as many errors as the mechanized stock accounting system.

"4
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CONTACT WITH THE COMPUTER SYSTEMS COMMAND
DSU/GSU FIELD TEAMS

Only two of the warehousemen reported that they had had contact with the CSC
DSU/GSU Field Teams. Both of these respondents were assigned to the same DSU, which
was just completing the conversion process. They did not comment further about the
teams.
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Chapter 9

PLL CLERK SUPERVISORS

GROUP COMPOSITION

Personnel in this group were in supervisory maintenance type duty positions at units
(customers) supported by the DSUs in this study. They were concerned with repair parts
supply only to the extent that it was involved in their primary functions and mainte-
nance responsibilities.

These personnel were involved with the mechanized stock accounting system in
connection with their supervision of PLL (Prescribed Load List) Clerks. The PLL clerks
dealt directly with the mechanized system as part of their PLL activities involving the
submission of requisitions for repair parts, maintaining the status of submitted requisi-
tions for repair parts, maintaining the unit PLL, and keeping various records pertaining to
repair parts authorized to be carried by their unit.

Twenty-two supervisors were interviewed. Their grades ranged from 0-3 to E-5,
including warrant officers. A variety of job titles were held by this group of respondents,
including maintenance officer, motor officer, material officer, motor sergeant, and supply
management officer. Two of the respondents, both 1LT’s, were in their first tour of
Army service. The remaining 20 supervisors had had prior service and could be considered
career soldiers.

Table 10 lists the respondents by supporting DSU, rank, job title, duty MOS,
primary MOS, secondary MOS (when available), and relationship between duty MOS and
primary or secondary MOS.

Assignment of Personnel. The personnel in this group were assigned to duty posi-
tions that matched their qualifications very closely. Nineteen of the 22 supervisors had
primary and duty MOSs that were identical. The remaining three had primary MOSs that
were closely related to their duty MOS.

Job Turnover. The number of months on the job for the PLL Clerk Supervisors
ranged from two to 11 months in Vietnam, 1% to 12 months in Thailand, and one to 12
months in Korea." The average number of months on the job for Vietnam was 6.4,
Thailand 5.7, and Korea 6.8. The average for all areas was 6.1 months.

Although statistical computations are not feasible here, one could argue from a
heuristic basis at least, that the somewhat higher average time on the job for this group
of respondents may well be reasonably close to the real situation for these duty
positions. Because many of these respondents were NCOs or warrant officers, and because
of the rather highly technical nature of the duty positions concerned, personnel turnover
would tend to be lower for this group.

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING

Only five of the 22 respondents reported having received formal mechanized stock
accounting system training, including U.S. Army Quartermaster School—Supply

'Only one supervisor was interviewed in Okinawa. He had been assigned to his duty position for
three weeks, and his data are included in the computation of the time on the job for all areas combined.
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Management Officer Course (3) and field training (2). It would appear that personnel
who are assigned to duty positions in DSU customer units involving the supervision of
PLL activities seldom receive formal training on the mechanized stock accounting system.

Seventeen of the respondents reported having had mnformal mechanized stock
accounting system training that included miscellaneous briefings and orientation (7) and
SOP furnished by supporting $35{7 (17). Five supervisors did not report having had any
infor.aal mechanized stock accounting system training.

A DSU is supposed to furni-h support customers with an external SOP containing
information about customer unit. ,rocedures germane to the NCR 500 system, such as
requisitioning repair parts, furnishing updated PLLs, and other matters pertaining to the
supporting activities of the DSU. This external SOP can be considered as training
literature for the mechanized stock accounting system, more or less specially designed for
customer ;.ersonnel.

Nine DSUs are represented in this group of respondents. The customers of seven of
these DSUs said that they had received external SOPs. Altogether 17 of the 22 respond-
ents said that they had external SOPs. One said he had been in his job for only a few
days and didn’t know whether his urut had an external SOP (one of the other customers
of the same DSU reported that he had received an external SOP). Four respondents said
they did not have an external SOP from their supporting DSU (two of these supervisors
were from units supported by DSUs that had furnished external SOPs to other
customers).

The seven supervisors who reported informal briefings, and so forth, also reported
that they had external SOPs.

To summarize: two of the 22 respondents received only formal training, 14 received
only informal training, three had both formal and informal training, and three did not
have either formal or informal training.

Only five of the 22 respondents said they had need for additional mechanized stock
accounting system training. Three of them had received either formal or informal
training, two had not. Three respondents said they needed to know more about the
fundamentals of the system and indicated that they were interested in those basic system
functions that pertained to PLL oy ations andg procedures for customer support.

The remaining 17 supervisors did not indicate that they were in need of more
information about the mechanized stock accounting system. Included in this group were
eight respondents who had had either formal or informal NCR 500 training, and nine
who had not.

The primary concern of this group of respondents is maintenance. Detailed knowl-
edge of stock accounting operations at the DSU level is scarcely required, but supply
does require their attention to varying degrees. The amount of time spent on supply
activities was estimated by each of the 22 respondents. Three said they spent all their
time on supply activities, one said about three-fourths, one spent half his time, four spent
two-fifths, three spent more than a fourth, six spent one-fifth, and four reported
one-tenth.

The three respondents who spent all of their time on supply included two battalion
technical supply officers and a sergeant whose duty position concerned communications
equipment supply.

Mechanized Stock Accourting System Experience. Only three of the 22 respondents
reported having some experier..: v.ith the mechanized stock accounting system prior to
the duty positions they held a¢ tiix time of interview. One, a sergeant, had taken part in
a logistics test at Fort Hood, Texss, ‘nvolving the NCR 500. The other two were both
warrant officers and had served with DSUs that had NCR 500 systems. One had served as
a battalion material officer, and the other as a battalion maintenance officer.
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Sixteen of the 22 supervisors had received training only, three had both
training and experience, and three had neither training nor experience.

Comment. These data indicate that this group of respondents seldom receives formal
training on the mechanized stock accounting system (only five of 22 supervisors reported
such training).

Training on the mechanized stock accounting system as such does not appear
to present a serious problem with respect to this group of respondents. The principal
training need for the PLL Clerk supervisors, as far as the NCR 500 system is concerned,
seems to be in the use and care of prepunched requisitions. All of the groups of
respondents attached to DSUs (except warehousemen) indicated that customers did not
use or take care of prepunched requisitions to the extent that they should have.

Personnel in these duty positions appear to need training in repair parts supply,
particularly PLL procedures, rather than extensive insiruction on the mechanized stock
accounting system.

The survey data obtained from this group of supervisors indicate that adequate
training on the mechanized stock accounting system as such, might be accomplished by
means of a document such as the SOP furnished customer units by their supporting DSU.
Training on the NCR 500 system does not appear to present a problem other than
mechanized stock accounting system input and output procedures and the physical care
and use of prepunched requisition forms.

REPAIR PARTS SUPPLY TRAINING

Twelve of the 22 respondents reported having had formal repair parts supply
training that included U.S. Army Quartermaster School Supply Management Officer
Course (2); U.S. Army Signal School—Signal Equipment Maintenance and Repair Officer
Course (1); General Supply School (2); various schools—not ascertained (2); and field
training classes and courses. None of the respondents said that they had had more than
one of these types of instruction.

Only one of the 22 supervisors mentioned informal training in the sense of self-
study of regulations, but it seems highly likely that all of the respondents had studied
regulations and other literature from time to time.

Repair Parts Supply Experience. Nineteen of the 22 respondents reported having had
repair parts supply experience that included unit supply (3); property book (2); repair
parts (stock accounting) (1); maintenance (13); depot (1); and mechanized supply (other
than NCR 500) (2).

Nineteen of the 22 respondents reported prior experience in supply duty
positions. One supervisor said he had property book experience as well as experience with
repair parts supply in the course of his maintenance experience. Another reported repair
parts supply experience in connection with maintenance duty positions and also mecha-
nized supply experience in CONUS. A third, a 1LT, said he had served in a depot where
a large computer was operating. The other 16 respondents indicated but one type of
repair parts supply experience. Three said they had no previous supply duty positions, a
Sp/5, a 1LT, and a CAPT.

Three of the 22 supervisors said they had had training only, three had
experience only, and 16 had both training and experience.

Comment. Twelve of these supervisors reported formal training that concerned repair
parts supply. Nineteen reported prior repair parts supply experience. Considering the
importance of supply to efficient maintenance operations, these data indicate that not
enough personnel in the duty positions represented by the respondents receive organized,




systematic training in repair parts supply concepts and procedures, particularly procedures
concerning the prescribed load list.

This conclusion is reinforced by the statements made by DSU respondent
groups who indicated that customer units were not following PLL procedures to the
extent that they should.

MECHANIZED STOCK ACCOUNTING SYSTEM PROBLEMS

The respondents reported problems in four interrelated areas: personnel, status,
reconciliations, and requisitions.

Personnel. Five of the supervisors reported that lack of trained PLL clerks was a
problem, and one of these respondents also said that lack of motivation among the PLL
clerks in his command was another problem.

Status. Twelve of the 22 respondents said that status presented problems, and the
most frequently mentioned v-ere: incorrect status, status coming in slowly or not
received, and inability to interpret status codes.

Reconciliations. Reconciliation inaccuracies were noted by 10 of the supervisors.
The most frequent problems were concerned with lack of agreement between the records
maintained by the supported units and those maintained at the DSU.

Requisitions. Different problems with requisitions were cited by eight respondents.
Requisition problems mentioned concerned lost requisitions, or prepunched requisition
forms that were incorrect, slow in arriving, or missing for certain repair parts.

Altogether, 15 of the 22 respondents reported some of the above problems. Seven
respondents did not report having any of these problems.

Comment. Only five of the supervisors consider the training of PLL clerks as a
problem. The PLL job is rather routine and evidently not difficult to learn. Typically,
PLL clerks appear to learn their jobs by working as an understudy to another clerk for a
few weeks or months before the senior clerk is due to depart. The supervisors seem to
feel that this is an adequate training technique for the job.

ATTITUDES TOWARD THE MECHANIZED STOCK ACCOUNTING SYSTEM

Six of the 22 supervisors considered the NCR 500 an efficient system; nine thought
that the system had both efficient and inefficient features; seven respondents said they
did not know enough about the NCR 500 system to comment. Evidently most of the
supervisors did not bear strong feelings about the system. Seemingly this objectivity was
due to their lack of close association with the system or lack of knowledge about it.

Comparison of the Mechanized and Manual Stock Accounting Systems. Fifteen of
the 22 respondents thought the mechanized accounting system was more efficient. while
seven said they could not make a comparison as they did not know snough about the
NCR 500 system.

One of the 22 respondents said that an advantage of the manual system was
that it cost less than the NCR 500 system.
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Chapter 10

PLL CLERKS

GROUP COMPOSITION

Prescribed Load List (PLL) Clerks are found in duty positions in DSU customer
units. PLL Clerk responsibilities include maintaining the units’ supply of authorized repair
parts and the various records pertaining to them. PLL Clerks deal directly with the
mechanized stock accounting system in connection with submitting requisitions, maintain-
ing repair parts demand data, and keeping the unit PLL.

Thirty-four PLL Clerks were interviewed who were attached to customer units of
eight DSUs involved in this research. Personnel of customer units of the General Support
Unit and the Supply Point were not interviewed.

There are 18 primary MOSs represented among the 34 PLL clerks. The most
frequently mentioned primary MOS was 76S, Automotive Repair Parts Specialist, held by
eight of the PLL clerks. Five clerks held MOS 63C, General Vehicle Repairman as
primary. The remaining MOSs were only indicated once or twice as primary MOS by the
clerks.

Ten different duty MOSs were cited by the respondents. The most frequently
mentioned were: 76S, Automotive Repair Parts Specialist (7); 76P, Stock Control and
Accounting Specialist (5); and 76R, Missile Repair Parts Specialist (4). The other seven
duty MOSs were mentioned once or twice by the clerks. There were eight PLL clerks
who did not know the MOS of their duty positions.

By rank, there were 20 PLL Clerks who were E-4, Sp/4; nine were E-5, Sp/5, three
were E-3, PFC; one was a sergeant, E-5, and one was an E-2.

Table 11 lists PLL Clerks by supporting DSU, rank, duty MOS, primary and
secondary MOS (where available), and relationship between duty MOS and primary or
secondary MOS.

Assignment of Personnel. According to the information reported by the respondents,
there appeared to be only a fair relationship between the PLL Clerk duty position
requirements and the MOS qualification of the incumbents. Only about half of the
respondents had primary or secondary MOSs that were related to their duty position
MOS—the least of all the groups of respondents for this relationship.

Sixteen respondents said their primary MOS was identical to their duty MOS,
and two that it was related to their duty MOS. Seven respondents said their primary
MOS was not related to their duty MOS, and one said his secondary MOS was identical
to his duty MOS. For eight respondents the degree of relationship was not ascertained.

Job Turnover. The number of months on the job for the 34 respondents ranged
from one to 12 months in Viatnam, 1% to 12 months in Thailand, 2 to 7 in Okinawa,
and 1% to 17 in Korea. The average number of months on the job was 6.8 in Vietnam,
6.2 in Thailand, 4.7 in Okinawa, 6.6 in Korea, and 6.3 overall.

Both the PLL Clerks and their supervisors reported that these personnel tend to stay
in their duty positions for their entire tour of duty in the Far East. Some PLL clerks are
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promoted out of the job, and others are transferred from the duty position for other
reasons, but this is not usually the case.'

MECHANIZED STOCK ACCOUNTING SYSTEM TRAINING

Formal mechanized stock accounting system training reported included U.S. Army
Quartermaster School—covered briefly in Enlisted Courses (3), and conversion briefing or
orientation (3). Twenty-eight of the 34 clerks did not report having had any formal
mechanized stock accounting system training.

These data, although they cannot be considered representative of the state of
mechanized system training for PLL clerks in a precise sense, indicate that few PLL
clerks have had any mechanized stock accounting system training. Furthermore, from
comments made by the respondents, the training received has been little more than a
very brief description of the system, apparently no longer than an hour at most.

Only five of the 34 respondents reported informal training on the mechanized stock
accounting system. This training was in the form of the external SOP furnished by the
supporting DSU. Actually, 29 of the 34 respondents were attached to units supported by
DSUs that had furnished external SOPs to their customers. The PLL clerks were not
asked if they had seen an external SOP, which may explain the low response.

Six of the clerks reported having had only formal training, five only informal
training, while 23 did not report any training.

Training Needs and Experience. Only four of the 34 PLL clerks said that they
wanted training on the mechanized stock accounting system, including fundamentals of
the system and its operations (3), and how to read punches in cards (1). The clerk who
said he wanted to know how to read punches in cards also wanted to know more about
requisition procedures.

Not one of the PLL Clerks had experience with the mechanized stock account-
ing system prior to that of the duty position held at the time of interview.

Comment. The data indicate that most PLL Clerks do not feel the need for
additional training on the mechanized stock accounting system. This view is at variance
with the opinions of maintenance battalion respondents, more than four-fifths of whom
felt that the PLL Clerks did need additional training for their jobs.

REPAIR PARTS SUPPLY TRAINING AND EXPERIENCE

Twenty of the 34 PLL CLerks reported having had formal training in repair parts
supply that included U.S. Army Quartermaster School: Automotive Repair Parts
Specialist Course (6), Aircraft Repair Parts Specialist Course (1), Stock Control and
Accounting Specialist Course (2), Communications Electronics Repair Parts Specialist
Course (1), and Missile Repair Parts Specialist Course (1); PLL part of MOS training
(school not ascertained) (1); field training (5); and General Supply School (4). Fourteen
clerks did not report any formal training.

Informal training in the sense of on-the-job training as an understudy PLL clerk was
reported by 26 of the 34 respondents, including all 14 who said they had not had formal
training. Thus, all of the PLL clerks reported some training for their jobs.

Early in this survey it became apparent to the interviewer that the PLL Clerks being interviewed
were a rather alert group. Because of this, the clerks were asked how far theyv had gone in school. The
years of education reported ranged from 10 to 16, with an average of 12.8. These data were obtained
from 25 PLL Clerks and one supervisor who reported the years of education for four of his clerks.
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Fight of the 34 clerks had formal training only; 14 had informal training only; and
12 had both formal and informal training.

Only four PLL clerks reported repair parts supply experience in duty positions held
prior to the job held when interviewed. One had prior experience in a depot, two had
previous experience as PLL CLerks; one of these had also served in unit supply as well.
The fourth respondent had been in unit supply only. Thus, 30 of the 34 PLL Clerks had
no previous experience with repair parts supply. Thirty clerks had received training only,
while four had had both training and experience.

These data indicate that there are not enough PLL clerks receiving organized,
systematic training in repair parts concepts and procedures.

MECHANIZED STOCK ACCOUNTING SYSTEM PROBLEMS

The PLL clerks mentioned three types of problems having some relationship to the
mechanized stock accounting system: status, record keeping, and lack of prepunched
requisition cards or forms for all of the repair parts on their PLLs. Actually, this last
problem is the only one of the three that is closely related to the mechanized stock
accounting system. Status and record keeping are more properly problems of supply
procedures.

Requisitions. Customer units are supposed to be furnished with two prepunched
requisition forms for each repair part item on their PLL by their supporting DSU (when
the DSU has an NCR 500 system). When a prepunched requisition form is used, another
prepunched form is sent to the uni: by the supporting DSU to replace the one that has
been used.

Eleven of the 34 respondents said that their units had either not received any
prepunched requisition forms or that they had received these forms for some, but not all
their PLL items. They did not appear to know why all of their prepunched requisition
forms had not been received.

There were eight DSUs represented among this group of respondents. The 11
PLL clerks who reported this prepunched requisition form shortage were associated with
five of these DSUs.!

Status. Nineteen of the 34 clerks reported three major problems with status cards:
that they were incorrect or incomplete (5); not received or slow to arrive at unit (4); not
understandable or unable to interpret (14). Fifteen clerks did not report status problems.

The most common problem, the interpretation of status cards, was noted by
respondents in other groups (Stock Accounting NCOs, TSOs, etc.) as a problem their
customer units had.

Record Keeping. Eleven PLL clerks reported that keeping their records straight was
a problem. Record keeping problems on the part of customers were also cited by the
DSU personnel interviewed.

ATTITUDES TOWARD THE MECHANIZED
STOCK ACCOUNTING SYSTEM

Nine of the 34 clerks thought the NCR 500 was an efficient system; five thought
the system had both efficient and inefficient features; and 20 said they did not know

' Five respondents were attached to units that were supported by a DSU that was completing its
conversion from the manual to the mechanized stock accounting system. This DSU had not reached the
point in conversion where prepunched requisition forms were being furnished to its customers. These
respondents and their DSU are excluded from this statement.
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cnough about the NCR 500 system to comment. It is evident that the respondents
generally knew very little about the system.

The major point of interaction between the mechanized stock accounting system
and the customer units is in the process of requisitioning of repair parts. Much of the
knowledge about the NCR 500 that is required of PLL clerks is actual knowledge about
the requisitioning process, which involves knowing how to use prepunched requisition
forms. Twelve of the respondents said that the prepunched requisition form was easy to
use and generally made things easier for them.

Comparison of the Mechanized and Manual Stock Accounting Systems. Only seven
of the 34 respondents felt that they had a basis for making a comparison between the
manual and the mechanized stock accounting systems, and all said that the mechanized
was more efficient than the manual system. Two PLL clerks said that the manual system
had an advantage in that it did not have any equipment that could break down.

Comment. The survey data indicate that the PLL clerks received very little training
on the mechanized stock accounting system. The basic training problem for the PLL clerks
is concerned with repair parts supply rather than the mechanized stock accounting system.

Considering that the PLL clerk is primarily a supply duty position with
important implications to maintenance, these data indicate that not enough PLL clerks
are receiving organized, systematic training in repair parts supply.
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Chapter 11
SUMMARY

The information in this report reflects those conditions existing at the time the
interviews were conducted (mid-1969). Since then, several modifications have been made
in the training for personnel in the mechanized stock accounting system. Essentially these
changes have been in the direction of more comprehensive training in more courses in
more CONUS schools. Nevertheless, it appears that some modification of certain aspects
of personnel and training would be worthwhile.

BASIC PROBLEM

The interview data obtained in this survey indicate that the basic personnel problem
experienced by the mechanized stock accounting system is a continued input of under-
skilled personnel to nearly all of the duty positions in the system and at its interfaces:
the maintenance battalion (or group) management, the associated warehouse or storage
activity, and the supported customer units.

There appear to be at least three major interacting factors that contributed to this
situation: the lack of training; personnel turnover; and attrition (rate of exodus from the
Army) of the first-line managers, that is the technical supply officers, the platoon
sergeants, and the stock accounting NCOs, and the equipment operators as well.

TRAINING OF PERSONNEL

The survey data indicate that training coverage for the mechanized stock accounting
system was too narrow on two dimensions: coverage of information about the system,
and number of duty positions included in training.

Description of the formal training received in officer courses at the CONUS schools
by the respondents who were in technical supply officer or battalion management duty
positions suggested that the training given was too abbreviated and did not cover enough
material thoroughly. Most of the training only involved between three and nine l.ours of
instruction. This is too brief for much to be remembered, particularly when NCR 500
training is only one of several subjects covered, and when other assighments, or leave and
travel time, intervene between training and reporting for duty.

Courses that were more thorough and systematic than the CONUS school officer
courses were given by the CSC DSU/GSU Field Team, Vietnam. The team gave a
supervisor’s course of 16 hours and an operator’s course of 20 hours. Both courses were
discontinued in 1968.

The most adequate training was, and still is, that given in the 146-hour operator’s
course by the U.S. Army Quartermaster School. Both NCR 500 equipment operators and
a few NCOs are trained in this cnurse.

Training for the personnel of the two major interfacing activities, the warehouse and
the supported units, was accomplished in the .ield, apparently on a one-time basis for the
most part. Most of this training appeared to be rather nonuniform and unsystematic.
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Warehouse personnel usually received a one-time briefing when a manual stock
accounting system was mechanized by the NCR 500. The data indicate that the content
of this training may have been too narrow, although warehouse personnel do not have to
know the mechanized stcck accounting system in depth. After this briefing, training
tended to be perp.tuated on an unsystematic on-the-job training basis.

Customer personnel were usually trained informally by their supporting DSU by
means of liaison units, classes, or SOPs. The evidence indicates that the content of this
training tended to be adequate. This training was also usually perpetuated by unsystema-
tic, apprentice-like, on-the-job training, particularly in the case of the PLL clerks.

The data indicate that training on the mechanized stock accounting system did not
reach an adequate number of battalion management personnel, TSOs, platoon sergeants,
stock control supervisors, warehousemen, and PLL clerks, but that it did reach an
adequate number of senior stock accounting specialists, NCR 500 equipment operators,
and PLL clerk supervisors.

Around the tiime the Vietnam Field training courses were discontinued, new training
courses were introduced in several CONUS schools, or existing CONUS school training
was increased in comprehensiveness. The new courses were primarily for commissioned
and warrant officers who might later be assigned to maintenance battalions as technical
supply officers or other duty positions involving some management or use of NCR 500
system output. Courses for NCOs who might later become NCR 500 system supervisors
have evidently not received the same emphasis as those for commissioned officers,
although the need for trained NCOs for this system appears to be rather acute.

The areas where additional training or performance aids could probably make a
contribution to the efficiency of the mechanized stock accounting system are identified
in Table 12. The data upon which Table 12 is based indicate that there was a need for
additional training or performance aid support at almost every job in the mechanized
stock accounting system and for those jobs at the system interfaces as well.

PERSONNEL TURNOVER

Turnover is hardly an unusual problem for the Army. Efficiency is lowered when
personnel change from one job to another without gaining enough experience to function
proficiently, or rotate almost as soon as they gain enough experience to become
proficient. The efficiency »f the mechanized stock accounting system, like that of other
Army systems, suffers from the effect of high turnover.

One specific turnover problem mentioned by some of the respondents was the
tendency in some DSUs for several of their trained and most experienced personnel to be
lost at one time. This apparently is the result of an entire NCR crew being assigned to a
system at the same {ime. According to the respondents, a severe strain was put on a
system when such rotation took place.

The average number of months on the job for all the respondents in this study was
6.1 months. For the maintenance battalion personnel, the average was 6.0. Assuming that
personnel are assigned to these jobs at a fairly even rate, these data indicate that the
respondents would hold :heir jobs for about one year. Considering that most of the
personnel input was not comprehensively trained, a year may be enough time for an
incumbent to reach optimum proficiency on the more routine jobs but probably not
enough for some of the supervisory duty positions.

Turnover would not be a problem if well-trained and experienced job incumbent
were being replaced by other well-trained and experienced personnel. However, this was
not the case for the mechanized stock accounting system. In this system, trained and
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Table 12

Area of Use and Type of Training
That Might Further Efficiency of the
Mechanized Stock Accounting System

DJty Position

Area of Activity for
Performance Aid
Development

General Area of
Knowledge Where
Training Is Indicated

Battalion Management
Personnel

Technical Supply Officer

Mechanized Stock
Accounting System
Management:

1) Workflow
2) Inspection

Supply Management

Mechanized Stock
Accounting System
Management:

1) Fundamentals of the NCR 500
system including operation and
function of the various system
components: hardware, software,
and personnel.

2) Capabilities ard limitations of
the system.

3) Relation of the system com-
ponents and functions to repair
parts supply management.

4) Inspection criteria.
5) Supply management; basic con-

cepts and procedures.

1) Fundamentals of the NCR 500
system including operation and
function of the various system

components: hardware, software,

1) Workflow Supply and personnel

Management
2) Capabilities and limitations of
the equipment.

3) Supply management, basic con-
cepts and procedures.

Management: 1) Fundamentals of the NCR 500
©m i . .

1) Workflow sys eltn including o?eratuon and
function of the various system
components: hardware, software,
and personnel.

Platoon Sergeant

2) Document and workflow between
the mechanized stock accounting
system and the interfacing ware-
house.

{Contirw»a1)
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Table 12 (Continued)

Area of Use and Type of Training
That Might Further Efficiency of the
Mechanized Stock Accounting System

Area of Activity for General Area of
Duty Position Performance Aid Knowiedge Where
Development Training |s Indicated
Stock Accounting NCOs Management: 1) Fundamentals of the NCR 500
stem including the operation
1) Workflow Y 9 the op

and function of the various
system components: hardware,
software, and personnel. (For
those who were not trained on
the NCR 500 system at the
U.S. Army Quartermaster’s
School)

2) Document and workflow
between the mechanized
stock accounting system
and the interfacing ware-
house.

3) Warehouse organization, func-
tion, and document flow pro-

cedures.
Mechanized Stock Accounting Stock Accounting 1) Relation of the system com
System Equipment Operators Equipment Operation ponents and functions to

repair parts supply concepts
and procedures.

2) Mechanized stock accounting
system procedures.

Storage Activity Supervisors Management: 1) Fundamentals of the NCR 500
system, particularly document
flow and the relationship
between the storage and stock
accounting activiiies.

1) Workflow

2) Warehouse procedures and
techniques.

Warehousemen Warehousing 1) Fundamentals of the NCR 500
system, particularly document
flow and the relationship
between the storage and stock
accounting activities.

(Continued)
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Table 12 (Cioniinued)

Area of Use and Type of Training
That Might Further Efficiency of the
Mechanized Stock Accounting System

Area of Activity for General Area of
Duty Position Performance Aid Knowledge Where
Development Training Is Indicated

2) Warehouse procedures and
techniques.

PLL Cierk Supervisors PLL Supervision 1) Repair parts supply concepts
and procedures,
2) PLL procedures.
3) Relationship between the NCR
500 system and PLL activities.
PLL Clerks PLL Operations 1) Repair parts supply concepts
and procedures.

2) PLL procedures particularly
record keeping and status.

3) Relationship between the NCR
500 system and PLL activities.
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experienced personnel were usually replaced by personnel who might have had some
training but who were not experienced.

Attrition of Personnel. The third problem that is evident in these data is the
attrition of mechanized stock accounting system first-line managers and computer system
operators. The attrition problem has existed for years, and the Army had to a degree
adapted to it. However, as equipment and systems become more complex, the need for
trained and experienced personnel increases. Of 31 first-line managers and 10 operators
interviewed, only three said that they were career soldiers, four had not decided, three
did not say what their plans were, and 31 were going to leave the Army. While the
degree to which the data of this survey are representative of the career intentions of all
of the men in those jobs in Far Eastern commands is unknown, these data do indicate
that this attrition should be studied to determine how serious it is, and what impact it is
having on logistic system efficiency.

The immediate problem for the NCR 500 system, occasioned by this high rate
of attrition, is simply that the Army is continually short of personnel trained and
experienced in the mechanized stock accounting system for promotion into the key
noncommissioned manager duty positions at the E-5 and particularly the E-6 level. This
means that the efficiency of the system will remain impaired until more computer system
operators and junior managers decide to make the Army a career and can be assigned to
duty positions consistent with their skills in mechanized stock accounting.

Assignment of Personel. More than four-fifths of the respondents were serving in a
duty position either identical or related to one of their MOSs. The findings reported in
Table 12 concerning the need for training on both the mechanized stock accounting
system and repair parts supply indicate that this statistic is considered somewhat
misleading.

Attitudes Toward the Mechanized Stock Accounting System. The attitudes expressed
toward the NCR 500 system tended to be positive. Whether these survey data reflect real
attitudes is unknown, but from other comments made outside the interview situation the
interviewer is of the opinion that these attitude data generally reflect the feeling about
the NCR 500 system.

Staffing. The respondents tended to feel that the various mechanized stock account-
ing systems were adequately staffed. There were some reservations on this score as far as
the warchouses were concerned; more than a fourth of the respondents said that their
warehouses were understaffed.

Contact with the U.S. Army Computer Systems Command DSU/GSU Field Teams.
These data were obtained from the maintenance battalion personnel only. More than
four-fifths of these respondents reported contact with the field teams. More than
three-fourths of the managers felt that the teams were providing valuable assistance to
them in the management of the mechanized stock accounting system.

Only three of 16 maintenance battalion managers reported using a management
checklist for the NCR 500 system that was furnished by the U.S. Army Computer
Systems Command.

CONCLUSIONS

The NCR 500 is the first computer system implemented by the Army for field use
in the logistic system on a large scale. Several conclusions can be drawn from the
implementation experience in the personnel and training area covered by this research.
System efficiency would probably have been promoted by the following:

(1) The Total Systems Approach to Training
(a) Training for all concerned duty positions.
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The study data indicate that adequate training or instruction was not
given for all duty positions in the system or for the duty positions in the interfacing
activities. When the NCR 500 system was first put in the field the computer system
operators were the only job incumbents who received comprehensive instruction. This
study indicates that training for managers, such as the maintenance battalion commander,
his staff, the technical supply officer, and the enlisted stock accounting supervisory
personnel, was too abbreviated to enable these individuals to efficiently assume manage-
rial duty positions for the NCR 500 system.

Training for the personnel of the major interfacing activities, the
associated storage activity or warehouses, and the supported customer units was accom-
plished in the field. A one-time conversion briefing made up the principal source of
formal training on the NCR 500 for personnel assigned to the warehouse, the main
interfacing activity.

There was little or no sy-tematic, uniform, or continuous training for
the other important interface, the PLL clerk and his supervisor at the supported units.
Customer training was accomplished largely through their supporting DSU, and varied
from DSU to DSU. Training for both of these interfacing activities was accomplished for
the most part through unsystematic, apprentice-like on-the-job training.

(b) Integration of NCR 500 system concepts with supply concepts.

Various respondents said that the training courses should thoroughly
integrate the NCR 500 computer system concepts and procedures with the logistics
operations and concepts that the system supports. NCR 500 system training was criti-
cized as lacking this integration.

(c) Upgrading the storage operation supported by the mechanized stock
accounting system.

While the implementation of the NCR 500 system was accomplished
to upgrade the stock accounting function of repair parts supply, an equal effort was
apparently not made to upgrade the storage operation that is supported by this mecha-
nized system. Many of the efficiency problems of NCR 500 systems can be attributed to
inefficient warehouse operations that provide incorrect input information or that mis-
handle output.

It does little good to have a highly efficient stock accounting system
if the repair parts data received from the warehouse are inaccurate. Obviously both
system components are equally important as far as logistical efficiency is concerned. The
Army should put as much training effort in the storage activity as it does in the stock
accounting function.

In addition to the training of warehouse personnel, a more positi.e
attitude toward warehouse jobs should be encouraged. Commanders do not seem to
understand that warehouse duty positions require personnel who are alert and motivated
to do a good job, and that this is highly important to an efficient repair parts supply
operation. Warehouse jobs should not be considered as places to put disciplinary
problems or those who have shown little or no aptitude for other jobs.

By the same token, training is required at the customer interface.
Stock accounting efficiency can be degraded by poorly and inefficiently operated
customer PLL operations feeding inaccurate input data to the computer system or
handling output incorrectly.

The Army should also insure that the customers receive proper
training in PLL operations as well as those aspects of the NCR 500 system that are
relevant to their duty positions. Lack of consideration of these related functions degrades
the efficiency of the computer system, not only with respect to the quality of the data
but also with regard to the motivation of the computer system personnel.
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(2) Assignment of a well-qualified Technical Supply Officer

The NCR 500 system was put in the field without a first-line manager
who could manage the computer system qua system and manage the supply mission as
well. The principal first-line manager of this system i< the Technical Supply Officer. This
duty position should have had a technically qualified incumbent who was thoroughly
knowledgeable about the NCR 500 system as such, thoroughly knowledgeable about
repair parts supply, and well versed about the relationship between the hardware and
supply concepts and operations. Instead, this survey revealed that this duty position was
nearly always filled by an inexperienced lieutenant.

These data indicate that this assignment practice impaired the efficiency of
the repair parts supply functions. It also put an additional strain on the higher level
managers who have more than enough to do in carrying out :he maintenance functions
without the added managerial obligation of technical supply. The job was simply too big
for the incumbents. It is also likely that this assignment would discourage these personnel
from staying in the Army (only one of the 11 TSOs said they were career officers).

Newer and much more complex computer-supported logistic systems are
being developed. The “logistics offensive” with such concepts and policies as ‘‘inventory
in motion,” “planning and logistic intelligent,” and “making automatic data processing
systems work,” obviously involves a much greater requirement for a group of very
knowledgeable first-line managers than for the comparatively simple NCR 500 system.
The Army will have to put more knowledgeable and experienced personnel in key
first-line manager positions in these new systems than was done with the NCR 500 if the
new systems are going to function efficiently.

(3) Training more noncommissioned officers with supply experience

If the data obtained in this study pertaining to the career intentions of the
first-line managers and the computer system operators are even approximately correct, it
is evident that a great deal of time and money have been spent training personnel who
are of use to the logistics system for only a short time.

The study data indicate that there is a very inadequate base of trained and
experienced personnel from which badly needed first-line managers for the mechanized
stock accounting system can be drawn.

In view of this apparent high attrition rate, every effort should be made to
train senior career NCOs who are experienced in repair parts supply, on the mechanized
stock accounting system. There are spaces allotted for NCOs in the NCR 500 training
classes at the U.S. Army Quartermaster School. These spaces rarely seem to be filled. A
few NCOs interviewed felt that the Army is reluctant to send personnel to school who
have been in the Army for some time. If this is true, the policy should be reviewed. If it
is not true, this impression should be corrected.

Retention of personnel may well be even more difficult for the new
systems than for the NCR 500 as the higher skilled personnel will probably be in more
demand outside the Army, and thus be eligible for jobs paying better salaries than can be
paid by the Army.

(4) More field training

These interviews indicate that a considerable number of personnel were
assigned to jobs for which their qualifications were less than optimal. Furthermore,
personnel were not always assigned directly to DSU jobs following training for them.
Sometimes other assignments intervened, or several weeks elapsed between training and
reporting for duty.

The NCR 500-based mechanized stock accounting system is relatively
complex. Much of the training involves rather detailed and specific procedures that are
easily forgotten if not used. Furthermore, given present assignment practices, many
personnel who are assigned to duty positions in this system will not be trained or will
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have forgotten many of the details by the time they report for duty. This places a
training demand on the DSU that should be mitigated as much as possible for the sake
of efficiency.

The unsystematic nature of the training received by many respondents in
this survey indicates the need for standardized systematic instruction, not only on the
NCR 500 system, but on repair parts supply, and storage procedures and techniques as
well. A field training facility could have provided for organized, systematic training that
could have promoted system efficiency by providing a more capable personnel input and
by removing some of the training demands from DSUs that had a limited amount of time
for training.

A field training facility could take one of the following three forms, or
any combination of the three: a model DSU, on-thejob training packages, and a
performance aid system. A model DSU could embody the “hands on” technique in which
the trainees learn their jobs, and the jobs of others in the system, by actually performing
in these jobs, using real documents, a real NCR 500 to process them, and a real
warehouse with real parts to be received, stored, and issued.

System efficiency would be enhanced if the trainees included warehouse-
men and supported unit personnel (particularly PLL clerks) as well as mechanized stock
accounting trainees.

On-the-job training programs complete with training materials and per-
formance aids could be developed for the entire DSU, those management positions at
levels above the DSU, and for the customer unit personnel, particularly the PLL clerk.

A system of performance aids would have several advantages. The more
job know-how that can be removed from formal training courses and incorporated in
performance aids that can be used on the job, the shorter the training required for the
system should be, the lower the cost of training, the more use the Army will get from
the personnel, and the easier it will be for untrained or partly trained personnel to learn
on the job.

Considering the effect of attrition, it is possible that a continued flow of
underskilled personnel into the NCR 500 system and into future computer-supported
logistics systems will continue. Training for future, more complex, computer-supported
logistics systems will be longer and will cost more. Field training as well as OJT will be
more difficult; mismanagement, or the lack of trained personnel, will have a more
profound effect on efficiency. The need for performance aids may well increase as the
system becomes more complex.

Mechanized stock accounting system efficiency was promoted by the assistance
provided to the NCR 500 systems in this research by the U.S. Armv Computer Systems
Command DSU/GSU Field Teams. This assistance was considered to be valuable by a
large proportion of the NCR 500 system managers interviewed. Much of this assistance
was in the form of management help which the survey data indicate was badly needed.

Assuming that many of the same training problems will apply for the new oncoming
computer-supported logistics systems as were experienced with the NCR 500 system, it
seems rather evident that this field assistance function will have to be provided—and
probably increased—for the new systems. The new systems, being more complex and
comprehensive will, in all probability, result in many more of these management,
turnover, reenlistment, and training problems than the comparatively simple NCR
500-based mechanized stock accounting system.
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Appendix A
BASIC INTERVIEW QUESTIONS

The basic questions used to collect the interview data for the nine types of duty
positions summarized in this report are reproduced in this appendix. These questions
were freely supplemented by probes for additional information when the desired informa-
tion was not forthcoming from the original question and when time permitted. As the
probes were of an ad hoc nature, they are not reproduced here.

Questions which were identical for more than one type of duty position are
reproduced only once. For the purposes of interview data collection, separate interview
guides containing all of the questions used for a given duty position were employed. An
‘x> is placed in the column below the number of the duty position for which the
question was used. Duty positions are designated as follows:

Duty Position Number
Battalion Management 1
Technical Supply Officer 2
Platoon Sergeant 3
Stock Accounting Supervisors 4
Operators 5
Storage Activity Supervisors 6
Warehousemen 1
PLL Clerk Supervisors 8
PLL Clerks 9
Duty Position Number
Basic Question 123456789
What is your MOS? X X X X XX X XX
How did you get your MOS? X X X XXX X X X
What is your duty position? X X X
What is the MOS designated for your duty
position? X XX XXX XXX
How long have you been in your present
duty position? X XX XXX XXX

Have you had any formal training, briefings,

orientations, demonstrations and so forth on

the NCR 500 system? (probes used for CONUS X X X X X XX XX
schools; DSU/GSU Field Team, Vietnam;

special briefings, orientations, classes etc.)

Would you like to have any additional training
on the NCR 500 system? In what aspects of
the system? X X X XX XX X X
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Basic Question

Have you had any experience with the NCR
500 system other than this DSU? Where? When?
How long? What was the nature of this experience?

Have you had any formal training, briefings,
orientations, classes in the field, in repair parts
supply?

What experience have you had in supply jobs
other than your present duty position?

How much of your time do you spend in
supply activities?

What are your management functions?
What are your management problems?
What are your major tasks?

What are your most difficult tasks?

How are the transactions between stock
accounting and the warehouse going?

How are the transactions between the DSU
and the customers going?

1s the stock control activity adequately staffed?
Is the storage activity adequately staffed?

How do you feel about the NCR 500 computer
system?

How do you think the NCR 500 mechanized
stock accounting system compares with the
manual stock accounting system?

Have you seen any publications, e.g. CSC
(ADFSC) regulations, text books, newsletters,
etc. that pertain to the NCR 500 mechanized
stock accounting system?

How are these publications with respect to:
ease of reading or understanding; finding
information; format?

Which of the NCR 500 system publications are
the easiest to use?

Which of the NCR 500 system publications are
the most difficult to use?

What aspects of the mechanized stock accounting
systems do you inspect?
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Basic Question

Have you used the DSU/GSU Assistance Team
inspection checklist?

In general how do you like your present job?
Do you plan to make the Army a career?

Have you had any contact with the DSU/GSU
Assistance Team? In what respect?
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BATTALION MANAGEMENT PERSONNEL

Training

“...1in the Aviation Maintenance Officer Course at the Transportation School we
had the manual system and since I've been in Vietnam ... I've been to numerous
briefings and self teaching programs to learn this thing . .. it was a matter of studying the
regulations and publications ... the briefings that I’'ve received have not really been
designed as orientation to the system. They've been more related to operator kind of
thing—by operator I mean user of the machine, not a real orientation .. .I understood
the briefings and I think I benefited as much as anyone who was there, but I never got a
chance to receive an orientation—an authoritative orientation sort of briefing to the
machine. All my knowledge of the machine operation is pretty much based on what I
could read and interpret from the regulations.”

Training Needs, Mechanized System

“The basics, program sequence, what you have to have in one step before you can
perform the nert step ... a good working knowledge of the general supply procedures as
well as requirements . . . the feel for what it takes to get a job done, how much time it
takes, . . . what you can expect of your people and how much time they should have to
do it.”

Training Needs, Repair Parts Supply

“I have had OJT and supply seminars, but mainly in my case it is self-taught
through reading and having worked both at the NICP level and at the unit level, and
being able to know and understand what is going on, and my own personal desire to be
an expert in the field I am working in ... you just have to dig in and find it. I learned a
lot through seminars and through literatuze that is passed out, and newsletters, etc.”

Management

“l looked at the reports from all the _ Group which has 10 DSU operating
mechanized stock accounting systems. I tried to evaluate which one was dcing a better
job versus the other one by the number of lines they had on their ASL, the number of
transactions posted, and the number of aircraft supported. I tried to get some trend
established, to get some sort of systems capability. Now with most hardware
when . .. the military procures it, they list in a puiication, specifications saying what can
be effected under what kind of conditions. This system doesn’t have any parameters as to
what is expected and what the capability of the equipment is, and therefore, as a
manager you ao not know when they say they are saturated whether or not they are, or
whether they are getting poor utilization .. ”

Warehousing

... zero balance, that is the big problem with us, obviously . .. most times, if we
can get the parts here then it’s no problem. Warehousing is always a problem. It’s
difficult to get people, to get GI’s to take warehousing seriously. People don’t realize the
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importance of accurate warehousing procedures. These small deviations from procedures
and warehousing are fatal to the system really. so far as knowing what’s on hand and
knowing where it’s located and controlling it.”

DSU Personnel

“l think our greatest problem in supply is not necessarily the lack of training
because there is nothing mysterious about the Army supply system. The problem that I
have here in the Battalion is really a lack of initiative. I think this is true both for the
officer I have down there and my NCO. The NCO that is there has been there for 7
months. Virtually everything I have looked at in Tech Supply has not been satisfactory.
This is a major failing on the part of the NCO’s. I can’t pin it to the officer. He is a
young lieutenant. I think the job is too big for a lieutenant in this environment. He
doesn’t have the experience. He doesn’t have the know-how to handle a job of that
magnitude. |1 have taken the captain from my staff and put him in headquarters in Tech
Supply full time.”

Attitudes Toward the Mechanized System

“l think. .. from a psychological standpoint, that it makes supply business a little
more attractive. I mean people having a chance to work with sophisticated equipment
adds a little dignity and color to it and all that so:t of thing, to the stock accounting
clerk who used to be a pretty mundane kind of job . .. much faster work, of course, and
much more accurate ... The vulnerability of the thing, of the paper where the tempera-
ture is particularly disagreeable for it. Also power source problem continues to be a
harassing sort of thing. The vulnerability to frequency vibration or frequency variation
voltage regulation causes some problems in some areas.”

“It is a very slow system, there is no flexibility within the thing. I cannot get a page
print of its output which I need all the time particularly in that it is very essential that 1
publish stockage lists for my customers, so they will know what is normally stocked
within the DSU, and this is particularly true of the construction type items, so that my
engineers will request items stocked already instead of going through catalogs and finding
a new piece that we never handled before. We are having to develop our own
procedures.’’

Contact With CSC DSU/GSU Field Teams

“For the people who bumped into this job with no experience whatsoever, the
(Team) can be a vital solace. Once the Team gets attention, people listen to them and
realize that they are trying to help. They need to be out here. They need to talk to
people. They need to come back out. They need to talk to them again. There are a lot of
things that happen up in the field that a person behind a desk might say, ‘that can’t
happen. Nothing like that has ever happened. It just isn’t so.” Then somebody maybe
from the Team will tell them . ..”

TECHNICAL SUPPLY OFFICERS

Mechanized System Training

“l believe 1 received two hours training on the NCR 500 in OCS, one hour of which
followed a vigorous PT session and we weren't very receptive. The second hour consisted
of a film on the system where it showed the system processing one or two requisitions
under ideal circumstances.”
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“l have an operator’s manual here. Every time I can, I look through a few more
pages of it. I have an instructor’s guide of stock control and supply accounting. This has
helped me a little bit and whatever I ask from my NCOIC, has helped me quite a lot to
learn more about the system. However, I know I still have a lot to learn.™

Mechanized Training Needs

“l could use additional NCR 500 instruction. I think there are a lot of areas that I
still can’t tie in, ones I can’t understand, and I have to depend a lot on my NCOIC. 1
think a good three-day course on the procedures to follow would be a worthwhile
experience.”

Repair Parts Supply Training

“I think we had four hours on supply management in the Officer Basic
Course . ..not repair parts supply management either. Everything 1 know is what I
studied from 711-16 and various AR’s.”

Problems With Management

“Trying to contend with individuals on a higher level than myself, in other words,
individuals who aren’t familiar with the system and who are placing certain requirements
on us that impair our mission here. They are placing certain requirements on me that I
don’t feel we have the capability to do, that is, we don’t have the personnel. and | have
to try to get these done the best way possible without creating too many incidents.”

“l would say getting the total ;+icture, getting everything coordinated properly. You
have got to sit back and take a big look at it. You can’t get wrapped up in all the
day-to-day procedures and not take a good look at the overall picture.”

Warehousing

“The most difficult, not in actual performance of duty, but the most difficult ir
controlling would be the warehouse. It’s harder than most jobs trying to keep the
warehouse straight. This is where the problems occur because if the warehouse does not
locate the stock where they can find it, they send in incorrect totals to the stock
accounting section and what you have in there would not be worth the paper it’s written
on. My specific problem here is lack of trained personnel. This particular unit never had
any tech supply prior to March, and when we started the people we had we drew from
other sections, they were school-trained supply people but they never worked in a
warehouse. We tried to train them but a lot of them didn’t have the interest or ability to
immediately take up warehousing.”

Subordinate Personnel

“I think what’s difficult about the Jjob primarily is the lack of training your people
receive . . . people are trained as operators on the NCR and they know the machine, but
what they don’t know is the stock control portion of the program, they don’t know
what the data is that they are putting in and getting out of the machine.

Customers

“Most of the problems are generated by using units. Problems you typically find are
someone at unit level not maintaining accurate and adequate document registers. This
quite often results in us having to go back to our records unnecessarily to validate
receipts of a requisition or issue a part or status.”
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“They do furnish me with PLL's. We were having trouble getting them to use
prepunched, they didn’t understand, seemed to be a little afraid of them. During the
monthly visits we explained how much time it would save and how helpful they were so
now they use them.”

Comparison of Mechanized and Manual Systems

“It is much better than manual, because it is faster and gives you information that
you couldn’t get without many hours of computation manually. The disadvantage is that
you are limited in the number of line items you can handle.. .one of the best things
about the NCR 500, you can tell waat you are doing each day.”

“Disadvantages can be summed up in one word: downtime. When you are down you
have 12 and 17 priorities piling up in your space and you can’t do anything about them.
Advantages: you have less people working in stock control system which makes for less
errors, you can do a lot of things with this system you couldn’t possibly do as well
manually.

Attitudes Toward Mechanized Publications

“They are confusing to me. I just don’t understand what they are saying. I have a
difficult time relating what they are saying to the machine and to the job at hand. Some
of those charts they have, the flow of document charts, I prefer to have it written down
than on a chart. The document chart does nothing for me. If it is written down in steps
and series, I can grasp this a lot easier. This is myself; maybe some other people can
grasp the charts better.”

Contact With DSU/GSU Field Teams

“My initial contacts on this system were in the establishment of the system itself.
The ADFSC team came out and assisted my people in becoming proficient on equipment.”
They have been here on inspection visits, and have been down here to provide assistance
any time asked. We have a good working relationship with them.”

PLATOON SERGEANTS

Training

“All of our 10 people have been trained at the QM school, their training is effective
except for the fact that going from my own experience at the school there is too much
emphasis put on the ideal situations and not enough emphasis put on the way the system
has to work over here due to *ae different supply problems. For instance, when 1 went
to the school there it was said that the ordering ship time for any requisition we would
get would be 15 days. My experience has shown over that, it is as much as 100 days.”

Supply Experience

“I worked in the NCR DSU for approximately 15 months prior to the time I took
over my present job, I worked in the outside storage, inside storage, shop supply. I
worked just about every job in the DSU.”
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Problems With Management

“The information that we have to give to whoever asked for it seems like a small
amount of information, but when you actually go down and try to breakdown, it takes a
lot longer than the deadline given, and it causes the work to be necessarily hurried if you
have to meet the deadline.”

“We have received several requests for various types of reports from higher head-
quarters. Approximately half of our time for the day crew is tied up researching various
reports. We have received requests for data that the machine was not designed to
provide.”

Warehousing

“l am trying to get the warehouse straight. Tech supply is only 2 months old and I
have to make sure the warehouse is up to par. I do check some ledgers when it pertains
to due outs and due ins. .. one problem is personnel that are not qualified to be in the
warehouse. NCR personnel are trained and know their work. The personnel in the
warehouse have not had training, we have OJT.”

DSU Personnel Problems

... We are having a problem with turnover on personnel and are going to continue
having a problem because the individuals don’t want to stay here because they don’t feel
they can get promoted and they can’t better themselves here. This is the NCR people.”

“A lot of the personnel that come over here have come here just after advanced
individual training, whether it be supply or maintenance or whatever it is. It takes some
of them a while and it takes others less time to really get into the swing of things with
their jobs. Another problem is people rotating back to the States. You get a person
trained in a job and the next thing you know he is gone. . .”

Customer Problems

“PLL’s are one of our biggest problems. We recently completed furnishing all of our
customers with prepunched and preprinted requisitions. Seventy-two out of our 84
customers have PLL’s on hand which is rather good. Less than half of these 72 customers
have PLL’s up to date. They have not submitted changes, additions, releases, and so on.
We can’t give them prepunched cards for items that they don’t get. We can’t make
addition to PLL’s if they don’t send them in.”’

Efficiency of Mechanized Systems

“It takes a lot of the manual effort out of the processing of requisitions, filling
requisitions, processing repeats and everything else. It is about time the Army’s come up
with something like this. .. I don’t believe myself that the NCR is capable of handling
the workload that is put on it by some of the different DSU’s. NCR as I understand it is
built for about 8,000 to 10,000 line items and we are handling 14,000 something right

now...

Comparison of Mechanized and Manual Systems

“This machine is much faster, doesn’t need as many personnel. It is still costing the
Army a lot of money, breaks down, the least piece of dust can put the machine down,
the machine is too sensitive.”

“The manual system may be a little faster but it is not anywhere as accurate. There
are built-in safeguards in the NCR system that prevent you from posting one request for
one FSN againsi another FSN ...”
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Attitudes Toward Mechanized System Publications

“Every newsletter or regulation that we get always has some very valuable informa-
tion ... the basic regulation, the 711-1 and 711-2 are always used. They are used every
day and as they set up the procedures and policies and the way the work should be
run. .. they cover everything we do, except I feel that the NCR system program and
everything else is not set up for an aircraft tech supply or primarily for an aircraft tech
supply, but rather for a quartermaster type of supply.”

Contact With DS /GSU Field Teams

“We just had a thorough inspection by the ADFSC. They left us a complete critique
of our entire operation including warehousing. They showed up our weaknesses, our
administrative problems, problems in maintenance and management. They also pointed
out to us that it is necessary to utilize their check sheet as a management tool. It should
continue its work. I think they are a big help . ..”

STOCK ACCOUNTING NCOs

Training

“l took a course in Saigon. I picked up the MOS after I came over here. We covered
what the computer was designed and not designed to do. We didn’t have anything on
support of customers. We were taught how to use the management. tools, and system
publications. We got handouts, which were useful.”’

“NCR school at Ft. Lee is not long enough, people should have more experience,
three weeks is not long enough. I would rather have a man with a good suppiy
background and experience, coming out of school helps, but good supply experience is
better. For example, the work packs that are going into the machine like a receipt or
request is going in, he ought to know just exactly what these are. If he doesn’t know
what they are, he can't tell if they are correctly punched.”

Training Needs

“There’s a lot of training I would like to have. I don’t see how they could give it in
school, it would be too involved. If they would just give these people a more basic
concept of supply, it is easy to train on the machine, the problem comes when they have
to make decisions on supply like what’s going to be the effect of my making this one
decision . . . People working for me have no idea of what supply clerks on unit level are
doing. They (the customer units) will send documents to them (the DSU stock account-
ing personnel) and come up with questions. How should I be doing this? Our people
cannot answer them. I feel that if you work on higher level like the DSU, you should
know exactly how they should be functioning on a supported unit level.”

Experience

“As 1 indicated before, you come over here and you don’t have too much knowl-
edge at all. You don’t have any confidence . ..you are new. So any bad habit that a
person . .. the people that are there when you come into the system have got, you are
going to pick up... all the people that were here were short tour when people have 3
months to go, all they start thinking about is getting out. This is not only in supply, but
everywhere. It seems that it is really a big problem. So these people just said, well, ‘there
it is, it is all yours.””
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Problems With Management

“I’d say the biggest one is the paper work coming from outside into the inside so it
can get posted to the ledger. Keeping the balances on hand straight. Inventories kill you.
To inventory this many times out here in a system this large, requires so much time that
you get backlogged.”

“] received requests for run offs from machine, like an ASL run off. 1 would have
to take all data 1 cards and put them in the machine. It would take 5-6 days for this run
off.”

Warehousing

“In this particular system . .. the balance . .. it is extremely messed up right now. I
think if you would take any 10 stock numbers, check the total quantity due in with the
due in file against the total quantity due in against the ledger, you would find about 50%
accuracy and that’s all at the present time.”

DSU Personnel Problems

“We have a problem getting trained personnel from school. What we have done is
take people that are 76P MOS which is a stock control MOS, and cross-train them to be
mechanized personnel. Everywhere we have tried this they have turned out to be very
good choices.”

“As far as I know the personnel that are put out there (the warehouse) are not
working in their MOS, and they’re not given any kind of actual training, they’re told
what to do and how to pull stock but they’re not told the little things like watching unit
of issues and inventories.”’

Customer Problems

“Our customer personnel have no training at all. Most of our customers don’t even
know that the system here even exists.”

“They use prepunched cards, I believe they are in the process now of submitting
reviewed PLL’s. There is a problem with status cards, but is mostly their own fault, they
are too lazy to utilize AR’s they have to find out what they are supposed to do with
them.”

Staffing

“It needs at least a major in charge, he should be either a signal supply or a
quartermaster officer. The NCOIC should be a senior supply specialist, he should be
familiar with NCR. Admin. section right now has an E-7 in charge, a PFC should be in
Admin. We don’t need him. The Accountable Officer should be someplace else. Stock
control could be handled by a good E-6 or E-7, he should have good supply background,
maybe a senior supply specialist, and good knowledge or school trained on the NCR.”

Comparison of Mechanized and Manual Systems

“It definitely has its advantages in speed and accuracy. It also has disadvantages. We
are trying right now to work the machine with a workload the system was not designed
to handle .. .”

“The advantages of having the mechanized system over the manual is that you can
have more of a workload for a smaller percentage of people. You don’t need nearly as
many personnel to actually do the same amount of work this is the big thing, it keeps
better control of your stock using the mechanized system.”
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Mechanized System Publications

“l use ADFSC handbook most frequently. This is a consolidation of all newsletters
that have been sent out. We also use 711-1 and -2, we just received these training aids
used at Ft. Lee, there are about 4 manuals altogether. 1 belicc one of the manuals
replaces the ADFSC 711-1 or -2, I think they are extremely valuable, they are much
more concise and easy to find things in them .. .”

Contact With DSU/GSU Field Teams

“For technical assistance with the machines, we have had a lot of contact. For what
I would call system’s assistance, we haven’t had any. When they come over, we talk over
any problems that we have, but that is basically it. But not for technical repair assistance.
We use them a lot.”

OPERATORS

Training

“In school we just basically got acquainted with the machine. When 1 got over here
on the job and got on the machine all by myself without any assistance, I had assistance
if I needed it, but to get on the machine without someone watching over you get more
out of a feeling of what’s going on. Back in school you were given an allotted time on
the machine, but there were about 6 other guys in the group that had to run the same
program. When you sit down alone, you get a lot more, you get to know what its going
to do next. I think right now I know every program that we can run, and can run it fast
enough to use it for the purpose it was designed.”

“I would like to get one of the course outlines so I can go back and refresh my
memory as to what I learned. I worked on another job and then a month’s leave before
coming here so I have forgotten 90% of what I learned.

Warehousing

“One of the big problems here is that we’ll cut an MRO on a stock number and
we’ll get a warehouse denial on it, and I could take maybe 50 of these warehouse denials
and go out in the warehouse and find anywhere from 5 to 15 of these items out there.
One reason for this is because they might have three or four locations for one item.
They’ll put just one location down on that MRO, and naturally the person pulling that
stock will not know to go to look in a different location if it is not on the
card. . . They’re awful short on men.”

Customers

“Units are constantly after us for status. We get 10,000 status cards a week to put
out to our units to sort and get in unit order, and send out. It takes time. They don’t
use prepunched cards; all manual requisitions. When they fill out manual requisitions,
they do not fill them out correctly and we have to make up entries for them on the
cards. Sometimes requisitions are received without the quantity wanted. A lot of units
think everything can be run fast. They don'’t realize the hours of preparation it takes. 02
requisitions can get fast priority but normal takes time.”
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Attitudes Toward System

“There seems to be a lot of loop holes, there seems to be too many records that
have to be kept on it, your duc-ins and due-outs. If one gets lost in the warehouse, it's
bound to show up and really upset the ledgers. The machine itself is not that reliable, it’s
fast but the main point is that if it is not done right, the whole thing is fouled up.”

“As a whole the system is fairly efficient. The only problems that I’ve encountered
are that if you do have a shortage of personnel, the input that goes into the machine is
not going to be as good as it should be, and this causes errors in your output. Your
ledger comes out wrong, and it seems like mistakes just multiply on top of each other
and before you know it you've really got yourself in a mess.”

Comparison of Manual and Mechanized

“I think the main advantage of the system is the fact that you can process a lot,
maybe 100 times more in one day than manual. Manually would take one hour to write
out 30 requisitions, computer punches out in about 4 seconds. The disadvantage is that
the machine breaks down or something goes wrong you will develop a backlog and have
to start doing things by hand and finally when the computer gets back up again, you
have to convert all these manual into mechanized.”

Attitude Toward Job

“The main disadvantage of working up there is that we work so close together.
Everyone who is with this system has got at least average intelligence or higher depending
on the tests. Working this close together you get on each other’s nerves and you have
little problems that way. As far as advantages. ..l have got a nice place to work. It is
better than the average person.”

Mechanized System Publications

“The mechanized stock procedures book is written in such a way that if you just
follow step by step, I think anyone could operate the computer.”’

“NCR has the best publications cause you can go right to the book and anything
that goes wrong with the machine other than a malfunction of the machine itself
mechanically, you can get out of if you take your time and read it.”

Help From DSU/GSU Field Teams

“They have been down here and helped us, but none of the people have been
trained with them... when we first started, we had problems on management. Every-
body was qualified but they didn’t have the practical experience.”

STORAGE ACTIVITY SUPERVISORS

Training

“I spent 9 weeks at Ft. Lee in the Officer Basic Course and then I spent 9 weeks in
a Supply and Service Officer Course. It was there that we had about 3 hours lecture on
the NCR. Other than that, I have only had a short briefing for an hour here when the
Assistance Team came ... I feel for my particular job that the training I had served its
purpcse. It did not teach me how the machine works and what I had to do to make the
machine work. However, it did teach me the functions of my storage area so that the
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stock control people could actually use this machine well. However, it did not train me
to actually take over in the stock control section.”

Experience

“In Korea 1 was in a depot as a storage specialist. Relocation and consolidation was
one job. I also made reports of survey. I was there 2 years. 1 also worked in outside
storage, ran a warehouse; and a clothing warehouse.”

“NCOIC of the tech supply, PO depot, instructor inspector in the Far East com-
mand, warehouse supervisor and the receiving and shipping supervisor.*’

Management Problems

“From my point of view the hardest part of the mechanized system is insuring that
the figures which go into the computer from my particular section are correct hecause if
these figures aren’t the machine will actually pick up extra items which I don’t have on
hand or 1 will have one on hand and the machine will pick up less. Here again it is just
all the human errors.”

Warehousing Problems

“When we get double shipments, we are sitting holding the item and nobody wants
it, then we have a backlog of parts cause they are just sitting in the yard. Some of them
have been sitting there for years. When I receive an item with no paper work you get a
stock number, take it to the NCR 500, and they can’t tell who it is issued to and who
ordered it or anything else. This puts me in a tight spot where I just sit and hold the
item...I think everybody on the machines should be school trained. The reason is if
you don’t know anything about the machines, you can’t do the job that the machines are
wanting you to do, and it’s just a mess really cause you end up with zero balances and
you don’t know what you are doing cause the machine says its zero and you are not. I
think everybody ought to be trained. Everybody who works in supply, not just
individuals.”

DSU Personnel Problems

“A lot of times the supervisor has to get out and do jobs along with his people.
Mainly because of your mission, supply carries a great support mission and you would
like to just supervise, but I find because of the importance of the mission I have to get
right in there. These guys we get straight out of school have to be supervised, you can
get so much from book learning, but OJT is really needed for practical application.”

Staffing

“We have enough personnel to operate the way it is set up now under this new
TO&E. We are using supply people that are trained and could be of better use other
places if we had a few supply handlers and people of this type to handle supplies and let
the trained personnel do the paperwork.”

Efficiency of Mechanized Stock Accounting System

“At this level it is much faster. When you have so many people involved, you are
going to have a few errors, but the machine itself is fast. I think the biggest problem with
the machine itself is that the people are not trained. It is like any new program. Until we
get the people trained and know exactly what the capabilities are . .. QOutside of the
operators and supervisors, we ought to have a man work up there for a while. We should
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give him a few days OJT up there before we put him in the warehouse. He should get
familiar with the machine and he will understand the problems they have. By the same
token, let them come down to the warehouse.”

Contact With DSU/GSU Field Teams

‘““This training covered everything very explicit. The NCOIC and maintenance man of
the conversion team stayed 2 weeks making sure we were all well versed, and wouldn't
encounter any problems...”

“We had a short briefing here when they first brought it in. I thought this was
adequate for the people familiar with the system, but if a man wasn’t familiar with it the
briefing wasn’t worth anything.”

WAREHOUSEMEN

Mechanized System Training

“l would just like to get more training in the NCR 500 and about the warehouse
procedures than I have now.”

“Just from everybody who had worked here before. I had them explain to me hcw
‘o do it.”

Repair Parts Supply Training

“l took my training at Ft. Knox, Ky. and the 76A10 supply school for general
supply clerk, which is more like unit room suppiy. I haven’t had any other special
training other than when I worked in the van in Vietnam. The rest had been OJT.”

“l was given about 2 weeks OJT and they did explain to me what it was all about.”

“They just showed me what to do in the warehouse and that was it.”

Experience

“l was working in my tech supply and the Platoon SGT came over and offered this
position in the NCR 500. I went over and was introduced to the NCOIC of the NCR
500. .. First I was typing up file cards, sorting cards also off setting. Those are the only
positions I've held. They put me on a specific job, showed me how and I did it.”

Problems

Some of these problems were expressed as follows:
“Finding the parts that are in wrong places. Looking up parts that are not
where they are supposed to be, so you have to go look. That’s ahout the only trouble I
have.”
“It is trying to keep the stock moving and keep it in stock when you are trying
to issue it out at the same time.”

Comparison of Mechanized and Manual Stock Accounting Systems

*“l think it would be a lot slower manually. The machine speeds a lot up.”

“You work a lot faster and you work a lot better, it’s less complicated than the
manual system. The manual system is slow ...”

““The manual procedures would take a lot longer than the NCR procedures because
computers can put cut a lot more work than men can put out. But they do make
mistakes and errors. The manual system has fewer errors but it takes a lot longer and
procedures are more dragged out.”
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PLL CLERK SUPERVISORS

Mechanized Sv<tem Training

“As I recall we devoted about two days to the system . . . they hit on several other
computer systems in the general computer field, and not enough on the NCR 500. I
would have wanted more information.”

“By watching it. By having people explain it to me. Asking questions. Saying now
why is this card punched this way. How do you make it go automatic here and by them
just explaining to me .. . I just went myself.”

Repair Parts Supply Training

“l had formal instruction at Ft. Lewis, briefings, and have done some reading. This
was an officers class that took place at Ft. Lewis, one evening a week for six weeks last
summer. Supply management was covercd. We didn’t get into customer support. It was
above our echelon and we didn’t get into repair parts supply management. I don’t
remember too much about it.”

Personnel Problems

“The PLL clerks make most of their errors by not keeping a close enough track on
their inventories. Maybe they will have one item and will show a record of 2 items.
Follow-ups are a problem for them also. If you don’t get that control number and when
it does come in...you aren’t sure whether that is the right document (say you ordered
the item 2 or 3 times) and you aren’t sure which requisition it is. In a way it is an error
in the system. If you could keep the same number all the way through instead of
changing it . . .”

Status Problems

“The follow-up is basically the thing that kills the system. Sometimes we don’t get
status cards back and don’t get the control number that the machine cuts out. There we
are with one document and tk: item is going to come in under another ‘document.
Sometimes guys get parts which are due to a key punch error, the wrong item. We have a
lot of civilian equipment and a lot of it has just got the manufacturer’s part numbers on
it. The DSU gets it (the requisition) out all right, but when it gets to depot it doesn’t
have enough information on the card so the depot cancels them back to us.’’

Reconciliations

“The last reconciliation we had was in January (approximately four months prior to
this interview). Out of 900 requisitions, I could reconcile 375. According to the instruc-
tions that came with this reconciliation I should have cancelled the other 500 requisit-
ions. But 1 know I had those requisitions in, somewhere between here and the DSU they
must have got lost. We took the reconciliation back to them, asked for another one and
never received it.”

Requisitions

“There are some times that we don’t have enough prepunch cards for. . . because we
order it so frequently that the kickback of the prepunch cards is not fast enough. At the
present time we are lacking about 100 or more cards.”’

“A lot of the prepunched information is in enor and the printouts. 1 have to
constantly straighten it out.”
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Comparison of Mechanized and Manual Systems

“I think it is a much better system than the manual system once they have the
people trained to use the system as it is supposed to be used. I think it will work very
well.”

“l feel it cuts down quite a bit of the paper work. If the status cards are received
back in time, they give you good information of the status of your parts.”

“I think it’s probably far more efficient than a manual system. The problem that I
have seen is the people that are putting the input material into the NCR 500. You have
the soldier who could care less about how he performs his job. He’s going to make
mistakes. He’s not going to be nearly as accurate as someone who perhaps runs the NCR
500 in a civilian occupation. The mistakes drastically hinder what it is capable of doing.
But now, even with this hindrance, I think it is far more efficient than what a normal
soldier would do manually.”

PLL CLERKS

Training

“In my primary MOS, 31 ECHO, they gave us approximately 31 hours on requisi-
tioning parts and PLL ... not very much at all. Most of it has been OJT. I haven’t had
any special classes or anything like that. Most of that training was the very basics like it
told us about stock numbers and what each section of the stock number meant. The
59-60’s were mostly transistors and things like this. They talked a lot about the parts
manuals, 1158-05. They told us how to make the requisitions from the station to the
PLL itself. We did get some handouts.”

“...from people around me, and checked through TM’s and AR’s, just more or less
self-taught, there was one PLL clerk here who taught me.”’

“l was just taken around and shown what to do.”

Status Card Problems

“We might get a few I can’t figure out. When I get them, I take them over to the
DSU and they fill me in on it. All the numbers might be stuck together and I can’t really
separate them. When 1 get the stock number, I can usually figure it out from there, but
sometimes . . . I guess they must be messed up from the other unit.”’

Record Keeping Problems

“Keeping files straight. Trying to determine the codes on the cards.”

“Right now it would be keeping the PLL straight.. . keeping ‘he proper entries in.
Anytime we order a part or a part is taken out of the PLL, one has to be requisitioned
for it to replace it. In a day’s time you could have 5 or 6 of the same item which means
you have to make 5 or 6 different orders.”

Efficiency of the NCR 500 System

“It makes the work a lot easier on everybody. With the computerized card all you
have to do is pull it out. If you have a key punch, you can just key punch it on to the
card. Then you send the card in and they run it through the computer. We have gotten
double quite a few items that we have had to send back. Sometimes they may send stuff
on the old card and on the new card. They might just have the wrong item or something.
It does have a lot of advantages when they get it fully set up.”
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Appendix C

SURVEY DATA SUMMARIZED
ACROSS NINE DUTY POSITIONS

LEGEND
Category Duty positions included
DSU Management TSO, platoon sergeant, stock accounting NCO's.
Total Management DSU management and battalion management.
Total Warehouse Storage activity supervisors, warehouse men.
Total DSU DSU management, total warehouse, and operators.
Total Support Battalion management, TSO, platoon sergeant, stock

accounting NCQ's, operators, storage activity supervisors
and warehousemen.

Total Customers PLL clerk supervisors and PLL clerks.

Grand Total Total support and total customers.
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Table C-1

Relationship of Primary or
Secondary MOS to Duty MOS

(Percent)
Identical Related Not Not
Personnel to Duty to Duty Related Applicable
Battalion Management (N = 16)
Primary MOS 38 44 0 0o
Secondary MOS 12 6
TSO (N=11)
Primary MOS 9 45 18 9
Secondary MOS 9 9
Platoon SGT (N = 6)
Primary MOS 67 33 0 o
Secondary MOS 0 0
Stock Accounting NCO (N = 14)
Primary MOS 79 7 7 0
Secondary MOS 7 0
Operators (V= 10)
Primary MOS 80 10 10 o
Secondary MOS 0 0
Warehouse Supervisor (N =7)
Primary MOS 43 43 0 0
Secondary MOS 14 o
Warehousemen (N = 8)
Primary MOS 63 13 25 0
Secondary MOS 0 0
PLL Clerk Supervisor (N = 22)
Primary MOS 86 14 0 0
Secondary MOS 0 0
PLL Clerks (N = 34)
Primary MOS 47 6 21 24
Secondary MOS 3 0
DSU Management (N = 31)
Primary MOS 52 26 10 3
Secondary MOS 6 3
Total Management (N = 47)
Primary MOS 47 32 6 2
Secondary MOS 9 4
Total Customer (N = 56)
Primary MOS . 63 9 13 14
Secondary MOS 2 0
(Continued)
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Table C-1 (Continued)

Relationship of Primary or
Secondary MOS to Duty MOS
(Percent)

Identical Related Not Not

Personnel
to Duty to Duty Related Applicable

Total DSU (N = 56)

Primary MQOS 57 23 1" 2
Secondary MOS 5 2

Grand Total (N = 128)
Primary MOS 57 20 10 7
Secondary MOS 5 2

Total Support (N =72)
Primary MOS 53 28 8 1
Secondary MOS 7 3

Total Warehouse (N = 15)
Primary MOS 53 27 0 0
Secondary MOS 7 0 13 0

Table C-2

Average Number of Months on the Job

I Average
Personnel N Time on Job
l {months)
Battalion Management 16 5.6
TSO 1 49
Platoon SGT 6 5.3
Stock Accounting NCO 14 8.3
Operator 10 4.3
Warehouse Supervisor 7 5.0
Warehousemen 8 8.2
Total Support 72 6.0
PLL Clerk Supervisor 22 6.1
PLL Clerk 34 6.3
Total Customer 56 6.2
GRAND TOTAL 128 6.1
DSU Management 31 6.5
Total Management 47 6.2
Total DSU 56 6.1
Total Customer 6.2
Grand Total 6.1
Total Support 6.0
Total Warehouse 15 6.7
Q j 20
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Table C-9

Mechanized Stock Accounting System
wlanagement Problems
(Percent)

8n Pit Stock

Whse | DSU| Tot
Problem Mgt TS0 Sgt ng Super| Mgt | Mgt

N=16|N=11| N=6 |N=14| N=7 | N=31] N=47

Coordination of Mecha-
nized Stock Account-

ing System 50 91 50 50 0O 65 60
Code 56 54_f‘ 50 71 0 61 60
Workload 50 54. 0 42 0 39 43
Stock Accounting and
Warehouse 0 0 0 5 57 23 15
Total 100 91 67 93 57 87 ¢S1
No Management
Problems 0 9 33 7 43 13 9
Table C-10
Warehousing Problems
(Percent)
Br | 10| P S;°°f‘ oor | W12l o | DSU| Tot | Tot | Tor | Tot
Problem Magt Sgt N‘(::LC; Pr Isuper © 1 Mgt | Mgt |Whse| DSU | Supp
N=16 [N=11] N=6 |N=14|N=10| N=7 | N= N=31|N=47|N=15|{N=56| N=72

Receiving 12 0o 17 7 10 43 0 6 9 20 N N
Stock Location 56 54 67 64 60 29 13 61 60 20 50 51
Stock Balance 12 3% 33 36 20 71 0 35 28 33 32 28
Issuing 6 9 17 7 0 14 0 10 9 7 7

Document Flow 0 0 0 G 0 o n 0 0 20 5 4
Other o 0 0O O O o 26 ©O0 0 13 4 3
TOTAL 76 73 67 71 70 71 63 71 72 67 10 71
No Problems 25 27 33 29 30 29 37 29 28 33 30 29

2
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Table C-11

Problems with DSU Personnel
(Percent)

= —

Bn Pt |51 \nce | DS

Problem Mgt TS0 Sat a::c‘; Super| Mgt Total

N=16 |N=11]| N=6 [N=14]| N=7 | N=31| N=54

Managers 9 10 17 657 0 65 65
Train in Supply 38 655 67 50 71 655 52
Train in Storage 25 55 33 36 43 42 37
Turnover 25 36 33 22 0 29 24
Initiative Motivation 5 18 33 29 0 26 30
Total Problems 400 91 100 88 71 90 o
No Problems o 9 0O 14 29 10 9

Q 122
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Table C-12

Problems with Customers
(Percent)

Bn P |Stock DSU

TSO Acct | Opr Total
Problem Mgt Sgt NCO Mgt

N=-16 |N=11| N=6 |[N=14|N=10| N=31| N=57

Incorrect requisitions 0 9 33 14 20 16 12

Prepunched requisitions
not used 25 36 60 22 80 32 39

Prepunched requisitions
received in damaged

state 0 27 50 22 20 29 19
PLL’s not furnished or

updated 25 45 17 57 10 45 33
Status not understood 31 36 17 42 20 35 32
Lost documents 13 18 0 14 20 13 14
Abuse of priorities 13 18 17 7 o 13 n

Lack of agreement
between customer
records and DSU
records 13 186 0 22 0O 16 12

PLL clerks not trained 0 27 17 14 30 19 16

Customer complaints:
requisitions not filled 0o 27 0 0 0 10 5

Other 13 18 0 22 10 16 14

Total respondents
mentioning customer
problems 75 91 83 100 90 94 88

No problems with
customers mentioned 25 9 17 0 10 6 12

127 123
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Table C-17

Attitudes Toward Mechanized Stock
Accounting System Publications

(Percent)
Stack
Bn Pit

TS0 Acct | Opr |Total

Mgt Sgt | nco
N=16 |N=11| N=6 N=14 |N=10 |N=57
Easy to use 25 45 50 71 50 47
Not easy to use 6 9 0 7 30 N

Have both easy and
difficult to use factors 19 27 17 0o 10 14

No comment 50 18 32 22 10 28
Total respondents 50 82 67 78 90 72
Total 100 100 100 100 100 100
Table C-18
Career Intentions
(Percent)
rso| Pt |‘Acet | Opr | Tota
cct pr ota
Set | nco
N=11| N=6 |N=14|N=10|N=21

Will leave Army 73 100 57 9 76
Not decided 18 O 7 10 10
Career soldier 9 0 14 c 7
Did not say 0 0 22 0 7

TOTAL 100 100 100 100 100

Assume “had not decided” and »did r.ot say” as evenly
divided:

Will leave Army 31 + 3.5 = 345 840

Career Soldier 3+35= 65 _16.0
100.0

Divide "not decided” and ‘’did not say’’ in same ratio as
“will leave Army’’ to *‘career soldier”’

Will leave Army 31+6 =37 90.0
Career soldier 3+1 = 4 10.0

1 31 127



Table C-19

Contact With Computer Systems Command DSU/GSU
Field Teams and Type of Assistance Received

(Percent)
T
. Stock
En Pit Whse DSU | Tot
gt TS0 St SEc‘; Opr Super Whse Mgt | Mgt Total
|N=16 N=11|N=6 |N=14|N=10| N=7 | n=8 |N=38 |v=54|n=72
Contact
Yes 100 100 87 93 60 71 25 89 93 81
No 0 0 13 7 40 29 7% 11 7 19
Satisfied 81 67 78 50 43 0 74 76 64
Not Satisfied 0 0 0 0 29 0 8 6 4
No Comment 19 0 33 22 50 29 100 18 19 32
Type of Assistance
Inspection and
Evaluation 7 82 50 64 40 29 0 61 65 54
Maintenance 4 72 17 42 0 0 C 39 a1 3
System Procedures 566 64 50 64 40 0 0 50 52 44
Training 6 18 17 0 0 0 0 8 7 6
Conversion 19 27 33 20 10 &7 0 34 30 24
TOTAL COMMENTING 100 100 8 93 60 7n 0O 8 93 78
No Comment 0 o 13 7 40 29 100 11 7 22
TOTAL 100 100 100 100 100 100 100 100 100 100
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